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ABSTRACT 
Applying Marketing and Strategic Planning 
Concepts to Higher Education 
(February 1986) 
Frank G. Bingham, Jr., B.S., Bryant College 
M.B.A., Bryant College, Ed.D., University of Massachusetts 
Directed by: Professor Robert R. Wellman 
This dissertation involves an in depth 
investigation of the enrollment dilemma being faced by 
most institutions of higher learning due primarily to the 
shrinking number of high school graduates. It also 
presents a general marketing plan designed for 
institutional leadership in an attempt to put interested 
administrators in a position to act decisively and 
successfully during the turbulent enrollment years ahead. 
This marketing plan was designed to be of use to 
administrators with no prior training in the marketing 
discipline. The plan exposes the user to an orderly 
transfer from one enrollment step to the next logical 
step. Further, it should help the user to better 
understand the delicate interaction that usually 
exists between activities and components critical 
to the overall enrollment process. 
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This dissertation is intended as a contribution 
to a new area of inquiry: Will industrial or commercial 
marketing techniques work when applied in an academic 
setting? This new study is based on two assumptions: 
(1) that some administrators do not really understand 
the complexity of the marketing discipline, especially 
when applied to an academic setting; (2) that it is 
possible to develop and present an easily understood 
marketing plan that, with minor modifications to fit a 
specific situation, could be used by most institutions 
of higher learning. 
The evidence accumulated in this study by means of 
literature examination, inquiry analysis, library 
research, and personal professional knowledge of the 
marketing discipline is sufficient to affirm the general 
validity of both assumptions. On the basis of the 
study's findings, recommendations intended to provide 
an effective base for marketing performance assessment 
are synthesized and presented as a model. In addition, 
specific measurement procedures are recommended that 
emphasize divisible marketing responsibility and 
controllable resource allocation. 
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CHAPTER I 
INTRODUCTION TO THE SELECTED PROBLEM 
(1.1) Statement of the Problem 
Few institutions of higher learning entered the 
decade of the 1980's prepared to deal with the problem of 
maintaining enrollment rate objectives. The decline in 
the number of high school graduates is expected to 
continue until at least 1992. (The number of high school 
graduates declined from 3.1 million in 1977 to a 
projected 2.3 million by 1992.) 
To compound the problem, it would seem that 
skyrocketing costs and growing doubts about the value of 
higher education as a guarantee of a good job are also 
adversely affecting enrollments. It is important that 
those charged with marketing the institution step back 
and review what is working and not working and make 
adjustments when necessary. 
Higher education in the United States has 
experienced an enormous and unprecedented change since 
the 1960 's. Between 1960 and 1969 , 702 institutions of 
higher education were established, more than twice as 
many as in any other 10 year period (Smith, 1979). Now, 
many of these same institutions, especially those located 
in Darts of the country where the supply of the 
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traditional college-age student has decreased, are 
faltering. The decline in enrollments over the past few 
years has forced many institutions of higher learning to 
pay particular attention to the development of 
marketing strategies and programs. 
The demographic problems currently facing 
post-secondary education throughout the United States are 
well known. The number of eighteen-year-old men and 
women who are potential students in post-secondary 
educational institutions will continue to decline for 
several years as noted earlier. There are special 
difficulties facing New England, especially in view of 
the general movement of population out of the region. 
This, along with the general decline in the number of 
college age students, presents special problems for 
institutions of higher learning within the New England 
region. 
It would seem that the impact on post-secondary 
education of a substantial decrease in the number of 
potential students has implications for the size as well 
as the structure of post-secondary education. It would 
also seem that these problems are not those of any 
particular institution. Rather they are difficulties 
which should affect all types of institutions; public and 
private, sectarian and non-sectarian, two-year and 
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four-year, liberal arts or technically specialized. Many 
institutions will probably not survive in their present 
form through the next decade, others may be forced to 
merge with other institutions in order to survive. The 
problem addressed in this dissertation is that many 
institutions of higher learning will not survive as we 
approach the year 2000. What I am proposing is a short 
to medium range solution in order to help these 
institutions survive the difficult enrollment years 
ahead. 
(1.2) Importance of the Selected Study 
Demographics indicate that the number of 
18-to-24-year-old people in the nation's population will 
decrease by 23 percent by 1992. As a result, enrollments 
in the nation's institutions of higher learning will 
decrease significantly (Carnegie Council, 1980). Higher 
education is in a recession. What this means to higher 
education is a greater competition for students, lowering 
of admissions standards by many institutions, losses of 
positions or retrenchment in many departments (especially 
the liberal arts) and, in the extreme, the closing of 
several institutions. One of the reactions to this trend 
has been an increase in marketing efforts. Professional 
organizations such as the American Association for Higher 
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Education and the Council for the Advancement of Small 
Colleges schedule many conference hours to the topic of 
recruitment and retention. Journals of higher education 
devote many pages and special issues to marketing 
post-secondary education. Newsweek headlines an article 
"The College Hustle" and quotes an admissions officer as 
saying, "There isn't a director of admissions at any 
college who hasn't heard the word 'marketing'." (Jenkins, 
1979, p. 16). 
Because of the present situation in higher 
education, many institutions are learning to market their 
product, feeling that those who apply sound marketing 
techniques will have a competitive advantage over those 
who do not. 
Some institutions have attempted to resolve 
enrollment problem with short-term "quick-fix" solutions 
such as flashy publications, media blitzes, and marketing 
workshops. In some cases, they may hire an advertising 
agency or marketing firm specializing in student 
recruitment. The common response is to view any 
enrollment problem as an aberration rather than a sign of 
a changing relationship between the institution and its 
potential pool of new students. 
Carried to an extreme, the "hard sell" can approach 
Kotler (1976) cites the example of a the ridiculous. 
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public university that attempted to attract attention to 
itself by planning to release balloons filled with 
scholarship offers. Not only are such i11-conceived 
efforts unlikely to produce many new applications, but, 
by making the institution seem foolish, they may be 
counterproductive. 
Instead of a quick-fix temporary solution, it would 
seem that enrollment management and strategic planning 
should be stressed. Kreutner and Godfrey (1980) view 
enrollment management as both a concept and a process. 
As a concept, enrollment management implies an assertive 
approach to insure the steady supply of qualified new 
students needed to maintain institutional vitality. As a 
process, enrollment management helps institutions to: 
(1) develop a keener awareness of their purpose and 
character in relation to the student marketplace, (2) 
improve ties to prospective client groups, and (3) 
attract students into and through the institution. In 
addition, other sectors of our society, such as the major 
corporations have found effective models for strategic 
planning on a scale of decades. With suitable 
modifications, many of these tools may be of use to 
educators. 
Marketing concepts, tools and terminology are 
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rapidly becoming a part of the working vocabulary of many 
of our higher education administrators. All of this 
leads to where we will be in 1990 and beyond. Marketing 
is not, for most institutions, simply a matter of selling 
next semester's classes. It is a matter of being 
structurally organized and organizationally flexible 
enough to meet and anticipate consumer needs and demands 
in the decades to come in a way appropriate to the nature 
of higher education. In order to deal effectively with 
the generations beyond the baby boom, many institutions 
of higher learning will probably have to plot their 
progress through all of the stages of marketing so that 
they are fully prepared for the 1990's. An integrated 
marketing plan, based on research and data analysis 
coupled with quality control, should be good preparation 
for the turbulent times ahead. The development of a 
general marketing plan for institutions that have yet to 
consider marketing in their short or long range plans, 
would seem to be an important additional tool that 
administrators will need to scan and react to for both 
the internal and external environment, as they prepare 
for the next decade in higher education. This 
dissertation is going to address that problem. 
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(1.3) Statement of the Purpose 
The main purpose of this study is to develop a 
marketing plan that will help administrators of 
institutions of higher learning to make decisions in the 
present about what should be done in the future. 
Ideally, the planning process results in a detailed 
written plan or road map for the future. A plan includes 
determination about what is desired in the future and how 
it is to be brought about. A marketing plan interfaces 
the marketing objectives, policies, strategies, tactics, 
and budgets with those of the other functions of the 
organization. It should be a written guide which 
presents details regarding what is to be achieved, how, 
by whom, when and where. It should be part of, and 
should help to shape, the overall organizational plan. 
Today, many institutions of higher learning across 
the country are recognizing the importance of the 
marketing function within their organizations. Along 
with this recognition comes the eventual awareness that 
good marketing operations, like good teaching and 
research operations, require an operating plan. This 
study is devoted to helping the administrator in the 
development of his or her own marketing plan. In 
presenting this study, I have assumed that the vast 
majority of administrators will have had little, if any, 
formal training in the marketing discipline. 
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This research endeavor consisted of gathering, 
analyzing and combining data and presenting 
recommendations. Within this overall framework I have 
surmised that many administrators do not understand the 
complexity of the marketing discipline. Many times it 
would seem that their enrollment planning has been 
characterized by limited visions of possible directions, 
with enrollment activities limited to an 18-month or less 
perspective. Indeed, some administrators responsible for 
enrollment planning have equated the definition of 
marketing with their definition of advertising and 
promotion in general. 
Finally, I will assert that forward looking 
administrators responsible for enrollment planning are 
coming to the realization that the development of a 
market plan is vital if their institution is to survive. 
The central issue that I will be exploring in depth in 
this study is that a marketing plan that, with minor 
modifications, can be easily understood and used by most 
institutions of higher learning regardless of how the 
institution is classified by The Carnegie Council on 
Policy Studies in Higher Education. 
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(1.4) The Impact of Social, Economic, and Political 
Factors on Higher Education 
If we experience a weak job market in the future 
for some college graduates (as some predict), in 
conjunction with the demographic factors cited earlier, 
this could depress enrollments even more. Inflation is 
another culprit that occasionally rears its head and 
could contribute to falling enrollments. Since the 
mid-1960 's college budgets have increased by over 100%. 
Rising operating costs due largely to increases in 
salaries and energy bills have led to fast-rising tuition 
and other fees. This should continue. Although personal 
incomes have gone up proportionately during the past 
decade, the rising costs of essentials such as housing 
and food have reduced the amount of money that many 
families can spend on higher education. 
Other families may be able to pay, but their 
willingness to pay may remain a question. Middle-class 
families may be reacting to a price squeeze in education 
as noted by the decline in the proportion of middle-class 
students in private higher education. The cost of 
attendance, along with the confidence in the economy may 
affect the decision on whether or not to attend a 
particular institution of higher learning. 
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Society, over the years, has expressed its faith in 
higher education by a willingness to finance it on the 
whole rather generously. Since 1970, current revenues 
(per student in constant dollars) held remarkably steady 
despite accelerating inflation. Until 1977-78, the 
decline in revenues per student averaged less than 0.5 
percent a year, and since 1977-78 when inflation became 
rampant, the decline in real revenues per student was 
only about 2 or 3 percent a year (Bowen, 1984). This 
performance is in sharp contrast to the earlier episodes 
of inflation in this century when revenues in real terms 
fell off drastically. This is not to deny that the 
resources available for higher education (per student and 
in constant dollars) have declined substantially over the 
past ten years. Most institutions, in order to sustain 
their basic programs, were forced to economize. Not only 
did many cut frills, but many also reduced the real 
earnings of their faculty and staff by about 20 percent, 
deferred the maintenance of plant and facilities, and 
postponed needed program development. Also, a review of 
the pertinent literature indicates that some institutions 
have maintained enrollments by modifying requirements and 
compromising their academic standards in order to attract 
the students necessary to maintain tuition revenues and 
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state appropriations. 
From 1950 to about 1980 when the last recession 
started, the distribution of income among families became 
significantly more equitable and the incidence of poverty 
declined sharply. Our society became demonstrably more 
humane as reflected in the support for health care, 
income maintenance, education at all levels and other 
human services. The arts, science, and technology all 
flourished. Scarcely any item on this list of 
achievements would have been attainable without the 
immense development in higher education that occurred 
during the post-war period beginning with the G. I. Bill. 
Higher education provided the educated people necessary 
to achieve almost all of these gains, and it provided 
much of the research (Bowen, 1984). However, in 1982 
America got itself into economic trouble. The policy of 
the nation was, simultaneously, to increase defense 
spending, cut taxes, and to stop inflation. The only 
possible outcome of this economic policy was that the axe 
would fall on some of those agencies that promote the 
betterment of our people and the advancement of our 
culture, among them higher education. Decades of social 
progress was ignored and what followed was an exorbitant 
slashing of budgets. One successful response is to 
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replace lost revenues with new sources—increased 
enrollments, increased tuition and fees (when possible), 
bank loans to finance student aid, solicitation of qifts 
from private sources and profit-making activities such as 
research institutes, conferences, and land development 
(Bowen, 1984). 
During the Sixties and Seventies, higher education 
increasingly relied on an enrollment strategy emphasizing 
universal access to support growth in both tuition and 
fees and state institutional aid. Institutional 
leadership made an effective economic and social pitch 
for higher education and had effectively mobilized public 
support. According to Howard Bowen, higher education 
grew rapidly "precisely because society was willing to 
pour rapidly increasing resources into higher education. 
The public and their leaders wanted the colleges and 
universities to pay better salaries, to add new buildings 
and equipment and to build better libraries." (Bowen, 
1980, p. 38). 
During the Sixties and Seventies, institutional 
focus was also on enrollment strategy. That 
strategy emphasized economic returns from 
higher education to individuals, along with the 
broader cultural benefits of a liberally 
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educated populace in a democratic society. it 
did not generally emphasize the connection 
between post-secondary education and R&D and 
the overall performance of the economy. The 
strategy relied on economic and cultural 
benefits for individuals to attract enrollers. 
As a result, institutional aid became less 
important. When the individual returns to 
education began to decline with the 
unemployment and underemployed of the 
seventies and early eighties, the argument 
for the continued growth of higher education 
institutions weakened commensurately. 
(Carneval, 1983, p. 7). 
During the 1960's signs of economic decline began 
to appear. Sizeable public funds, especially federal 
funds, were shifted to income maintenance, compensatory 
education, and employment and training programs for the 
disadvantaged, thereby reducing the resources available 
for post-secondary institutions that principally served 
individuals already in the economic mainstream. In 1974, 
tax expenditures intended to spur private investment 
began increasing steadily, further reducing revenues 
available to support post secondary spending. Federal 
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grants and loans to institutions of higher learning 
increased, but largely as devices intended to guarantee 
access for the disadvantaged and lower-income family 
members. At about this time the notion of public 
funding for universally available higher education for 
all Americans gradually lost its practical tone and was 
eventually assigned to the junk heap of political 
exuberance along with the guaranteed income, one-third 
federal support for elementary secondary education, full 
employment, and price stability (Carneval, 1983). As we 
progressed into the early 1980's, a sluggish economy 
inevitably reduced the range in wages between individuals 
with greater and lesser education attainment. 
The evidence of the negative impact of reduced 
rates of return on enrollments is clear and does not bode 
well for future support from enrollment. Potential 
students are highly responsive to the prospective 
economic rewards from college attendance. Surveys by 
Richard Freeman in 1969 and ACE in 1977 showed that the 
overwhelming majority of students attended institutions 
of higher learning to enhance their future income and job 
prospects. Those prospects declined appreciably in the 
1970's. For instance: 
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* In 1969, 25 to 34 —year-old college 
graduates earned $2,408 more than did high 
school graduates of the same age. In 1978, 
their advantage had declined by a stunning 
40 percent to $1,440. 
*Between 1962 and 1965, 73 percent of 
college graduates gained professional 
employment. Between 1965 and 1968, only 46 
percent of college graduates were able to 
secure professional employment. Between 1976 
and 1979, a comparable 44 percent of college 
graduates found professional jobs. 
(Freeman, 1981). 
Prospective students appear to have responded to 
the declining returns from graduating from an institution 
of higher learning by not attending. A weak job market 
for graduates in conjunction with other factors could 
depress enrollments even more. In recent years a 
combination of the increased cost of education, a 
depressed job market for graduates, and a reduced 
lifetime economic gain attributable to a degree have 
reduced participation rates (Carroll and Morrison, 1976; 
Freeman, 1976; & Cartter, 1976). Although costs continue 
to climb, it would seem that the job market for graduates 
17 
has increased significantly since 1984. It should be 
noted that these studies did not measure the attitude of 
students seeking higher education simply because the 
attainment of a degree is highly desirable in a 
democratic society. 
(1.5) Background of Marketing in Higher Education 
Institutions of higher learning have advertised 
their educational wares at least since 1643, when Harvard 
issued a promotional tract entitled "New England's First 
Fruit," which has been described as having all of the 
charm of an invitation to attend reform school (Fiske, 
1979). The first advertisement for Harvard was placed in 
the Atlantic Monthly in 1870 and was promptly condemned 
as a departure from old time ideals of academic dignity 
(Jenkins, 1979 ) . 
The advertising of higher education is at least as 
old as the Civil War. In the inaugural address at 
Harvard in 1869, Charles William Eliot noted that one of 
the duties of the college president was to "influence 
public opinion toward advancement of learning." (Jenkins, 
1979, p. 17). Henry Pritchett, an early critic of the 
activity, complained in Harper s in 1910 that 
"systematic advertising" was a growing practice, 
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including publications whoss distinctive objective is 
to catch the eye of the possible student and in the end 
to attract him to a particular institution." He added 
that "advertising is in large measure responsible for the 
presence in the college of ill-prepared students who 
otherwise would be in local schools." (Jenkins, 1979, 
p. 17). 
Pritchett (who incidentally later used advertising 
heavily in his years as president of MIT) outlined 
several basic concerns as to the role of public relations 
in higher education, concerns still echoed today. He 
argued that "in the competition of advertising, the 
weakest colleges can outshine the strongest university." 
He deplored the tendency "to emphasize the weakest part 
of an institution." He felt that publications "under the 
advertising stimulus" have an air of "advertising 
reminders, not dignified or scholarly statements of the 
work and resources of an institution." (Jenkins, 1979, 
p. 17). 
William Rainey Harper, the builder of the 
University of Chicago, did more than any other educator 
to harness the power of publicity to the cause of higher 
education early in this century. His methods and 
successes were observed and copied. Harper was 
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determined to make the University of Chicago "from the 
very beginning an institution of the highest rank and 
character." (Harper, 1980). Among Harper's greatest 
attributes were his keen awareness of the importance of 
public opinion and his sure sense of publicity. As 
early as 1896, Harper published the University Record, 
addressed to the public to improve public understanding 
of University affairs. It was intended to supply the 
trustees, faculty members, students, and particularly 
friends of the University with a correct statement 
concerning everything of importance that transpired at 
the University (Cutlip, 1971). He also established an 
information office to answer questions and to direct 
visitors on the campus. As early as 1905 he appointed a 
full-time press representative to be the official channel 
of communication with the press. Such a sophisticated 
approach to public relations and promotional activities 
was rare among administrators of that era. 
The difference an organized publicity program made 
in getting attention in the nation s periodicals was, in 
large part, the reason that the University of Wisconsin 
set up its news bureau in 1904. Charles R. Van Hise, 
the University President at the time, was another pioneer 
in utilizing the power of publicity to build financial 
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support and to attract students to the campus. Throuqh 
the skillful and timely release of various university 
news making events and happenings, Van Hise built 
Wisconsin from a small provincial state university into 
an institution of national renown. He also promoted 
positive publicity in the nation's magazines. Saturday 
Evening Post included Wisconsin in a series "Which 
College for the Boy?" authored by John Corbin (Cutlip, 
1971). Only a month later William Hard, writing in 
Outlook, praised Wisconsin as a "kind of consulting 
engineer in the public life of the state." In 1909 
Lincoln Steffens wrote an article of praise for Wisconsin 
in the American Magazine. The next month Charles 
Johnson of Harper's Weekly wrote an article praising 
the university s close relationship with the state s law 
makers. An article by E. E. Slosson soon followed in the 
Independent, also one of profuse praise for Van Hise 
and his new extension system. Frank Parker Stockbridge 
wrote two articles on the university for World s Work in 
1913 (Cutlip, 1971). There were others. 
The University of Michigan formally recognized not 
only its responsibility to release news to the public, 
but also to attract bright students as early as 1897. In 
October, 1897, the Michigan regents voted to request the 
literary faculty "to report to the board some general 
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plans for getting university news before the people of 
the state." (Minutes of University of Michigan Board of 
Regents, 1897). Another state university president who 
adopted a positive publicity approach in these seedbed 
years was Illinois University's Edmund J. James who set 
up a publicity department in 1910. At the University of 
North Dakota the faculty took the initiative in 
developing a public relations program for that 
institution as early as 1903. In addition to sending 
feature articles to newspapers, the faculty also asked 
the university to send a five-page circular to North 
Dakota high school graduates publicizing the values of 
the school. The next year the student yearbook was sent 
to high schools in the state (Minutes of University of 
Michigan Board of Regents, 1897). North Dakota was at 
the same time welcoming the public to the campus at every 
opportunity, staging high school days, public receptions, 
and open houses (Geiger, 1958). The earliest publication 
at Colby College was the annual issue of the Colby 
College Bulletin first published in 1824. This was a 
promotion pamphlet directed at prospective students 
(Marriner, 1963). The Rhode Island State Agricultural 
School received its first students on September 24, 1890. 
Illustrated advertisements giving a prospectus of the 
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school placed in the New England Homestead together with 
the publicity given by the newspapers of the state to the 
legislative enactments, brought twenty-one students on 
opening day (Eschenbacher, 1967). 
Thus the need for growing financial support to meet 
the expanding needs of higher education, and the 
increasing tendency of students and faculty to take their 
cases to the public served to stimulate the initiation of 
publicity programs in higher education in the very early 
years of public relations. 
(1.6) Definitions of Specialized Terminology 
A difficulty encountered in compiling this study 
involved the selection and consistent application of 
various terms. The following are the definitions of key 
terms used in this study. Other terms will be defined in 
subsequent chapters when it is more appropriate to do so: 
1. Advertising: Any persuasive message carried by 
a paid medium for a sponsor of the message. 
2. Advertising Medium: The vehicle, instrument, 
or means used to transmit a commercial message 
from a sender to a receiver. (Example: radio, 
television, and newspapers. Plural: 
advertising media.) 
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3. Buyer: Role played by the individual purchaser 
of a product or service. 
4. Buyer Behavior: The decision processes 
associated with the act of buying and using a 
product or service. 
5. Channel of Distribution: The complete sequence 
of marketing organizations involved in bringing 
a product or service from the producer to the 
consumer. 
6. Cognitive Dissonance: A theory to explain the 
uncertainty and tension felt by individuals who 
fear, for example, that they have made 
incorrect decisions, and the behaviors that 
result from that concern. 
7. Decider: Role played in the buying process by 
the person who actually makes the final 
decision rather than simply contributes to the 
decision. 
8. Demography: The study of the size, 
composition, and distribution of human 
populations. 
9. Elasticity of Demand: A measure of the degree 
to which a change in the price of a product 
affects the quantity demanded of that product. 
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Such a measure does much to dictate prices and 
price competition strategy. 
10. Four P's of Marketing: Product, Price, Place, 
and Promotion. 
11. Influencer: A role played within a 
decision-making group. The influencer 
supplies information and other inputs that 
affect the buying decision. 
12. Market: A market consists of a group of 
organizations and/or individuals who may want 
the product or service offered and who have the 
requisite purchasing power, the willingness to 
spend resources, and the authority to make such 
an expenditure. 
13. Market Segmentation: The identification within 
a larger market of any number of smaller, more 
homogeneous submarkets. 
14. Market Segments: Portions of a larger market 
identified and distinguished in terms of one or 
more characteristic variables. 
15. Marketing: The process of planning and 
executing the conception, pricing, promotion, 
and distribution of ideas, goods and services 
to create exchanges that satisfy individual 
and organizational objectives. 
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16. Marketing Concept: The philosophy of 
management that stresses three basic elements: 
consumer orientation, emphasis on long-range 
profitability, and the integration of 
marketing and other organizational functions. 
17. Marketing Mix: The combination of marketing 
activities engaged in by an organization. The 
basic elements are the "4 P's" as defined 
earlier . 
18. Marketing Planning: The design of specific 
marketing programs expected to be implemented 
in the future. 
19. Marketing Research: The systematic and 
objective process of gathering, recording, and 
analyzing data for marketing decision-making. 
20. Positioning: The technique whereby a product 
or service is portrayed to consumers as 
occupying a unique spot relative to its 
competition. 
21. Product Differentiation: The marketing 
strategy of calling the attention of buyers 
to those aspects of a product or service that 
set it apart from its competitors. 
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22. Target Market: A particular market or segment 
of a market toward which an organization 
directs its marketing plan. 
(1.7) Organization of Remaining Chapters 
The remaining chapters in this study are organized 
as follows: 
Chapter 2 provides a review and analysis of the 
amassed body of knowledge. This review will familiarize 
the reader with prior studies indicating what has been 
determined, who has done the work, when and where some 
recent studies have been made, and, in short, the 
position from which a new investigation can be started. 
Chapter 3 presents an enrollment marketing plan 
with alternative strategies and contingency plans so that 
institutional leadership may be in a position to act 
decisively and successfully during the difficult 
enrollment years ahead. This plan was developed for use 
by institutional leadership with no prior training in 
the marketing discipline, and exposes the user to an 
orderly transfer from one enrollment marketing stage to 
the next logical stage. 
Chapter 4, the final chapter in this study, 
presents overall recommendations in conjunction with 
findings and plans as outlined and presented in the 
study, along with concluding comments and ideas for 
further research. 
CHAPTER II 
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(2.1) Introduction 
(2.2) Background and Practices Related to Educational 
Marketing Efforts 
(2.3) Marketing Research as a Tool in the Educational 
Marketing Effort 
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Marketing Effort 
(2.5) Competitive Structures in Higher Education 
(2.6) The Marketing Mix and Its Relevance to 
Educational Marketing Efforts 
(2.6A) Product 
(2.6B) Price 
(2.6C) Place 
(2.6D) Promotion 
(2.7 ) Student Retention and Its Relevance to 
Educational Marketing Efforts 
(2.8 ) Financial Aid and Its Relevance to Educational 
Marketing Efforts 
(2.9) Summary of and Commentary on the Review of the 
Body of Knowledge 
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CHAPTER II 
REVIEW OF THE BODY OF KNOWLEDGE 
(2.1) Introduction 
Many authors have shown early concern for the 
subject and my attempt here is to simply provide an 
adequate and appropriate background to the pertinent 
research on the topic. This review will familiarize the 
reader with prior studies indicating what has been 
determined, who has done the work, when and where some 
recent studies have been made, and in short, the position 
from which a new investigation can be started. 
(2.2) Background and Practices Related to Educational 
Marketing Efforts 
Very few colleges and universities entered the 
decade of the 1980 s prepared to deal with this problem 
(or so it would seem). The use of marketing strategies 
to deal with the declining enrollment trend and dwindling 
number of college age students was quite often considered 
unprofessional, maybe even immoral. Indeed, the very use 
of the word marketing, except as the study of a 
discipline, was often considered taboo. This seems to be 
changing as our nation's institutions of higher learning, 
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facing the end of the baby boom and massive increases in 
expenses and tuition are scrambling to fill their 
classrooms. Battles over funding and student aid 
between officials of publicly and privately financed 
colleges have spilled over into the view of students, 
donors, and legislators. We can expect more 
confrontations as institutions battle to outmarket each 
other in the years ahead. "The problem will become more 
serious as the number of college-age students declines in 
the next few years," said Frank H. T. Rhodes, the 
President of Cornell University (Maeroff, 1984, pp. 7, 
39). Rhodes has an unusual perspective from which to 
view this particular rivalry, having been a 
vice-president of the publicly financed University of 
Michigan before becoming president of Cornell in 1977. 
(Cornell is private but also operates four public 
colleges for New York state.) 
It would seem that the major impetus of this 
problem is the shrinking number of high school graduates. 
As a result of a dip in the birthrate, the number of 
students getting diplomas peaked at 3.1 million in 1977 
and will decline to 2.3 million by 1992. "The 
combination of declining student populations and rising 
tuition costs have created a problem for colleges and 
31 
universities in that they increasingly have to define 
themselves in the 'buyer's mind ' as something special in 
order to compete," said Evelyn E. Handler, President of 
Brandeis University (Maeroff, 1984, pp. 1, 10). 
(Marketeers would call this "product differentiation," 
or calling the buyers' attention to aspects of a 
product or service that might set it apart from its 
competition.) The situation is so troublesome that 
the Consortium for the Advancement of Private Higher 
Education announced in August of 1984 that it would 
award grants to 25 hard-pressed private liberal arts 
colleges to help them plan for declining enrollments. 
"The outlook is becoming grimmer," said Alan Pifer, 
President Emeritus of the Carnegie Corporation and 
Chairman of the Private Education Consortium (Maeroff, 
1984, p. 10). 
Although many institutions of higher learning will 
probably be able to operate effectively with a smaller 
student body, it will, in all likelihood, cause some very 
real problems for some. A smaller student body could 
create major financial problems unless the entire 
institution can be scaled down accordingly. A small 
drop in enrollment could result in a total loss of 
several thousands of dollars in revenue over a two, 
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three, or four year period. Cutbacks may have to be made 
in staffing and course offerings in such a situation, and 
the quality of programs may eventually be impaired. To 
recruit effectively in the years ahead, good strong 
marketing strategy may have to be employed, despite the 
fact that many institutions of higher learning consider 
such action as being unprofessional. Many institutions 
have a vague idea of their image in the minds of the 
clientele they seek to serve. In order to remedy this 
situation it may be necessary to develop a solid 
information base derived from comprehensive marketing 
research. Both internal and external studies may be 
needed and probably should focus upon the needs of 
potential consumers of educational services and their 
current perception of the institution and of competing 
institutions (Krampf, 1981). Marketing research should 
provide information about the current state of a 
particular market and should offer guidance in improving 
a position in that market (Topor, 1983). 
During the 100 years prior to 1970, degree 
enrollment in institutions of higher learning in the 
United States doubled approximately every 14 or 15 
years. During the 1950"s and 1960 s the rate of 
expansion was even faster. Prior to 1980 there had 
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never been a long period of enrollment decline. Brief 
declines occurred only during the two World Wars, the 
Korean War and in 1933-34. Expectations, planning 
processes, federal and state budgeting mechanisms, and 
the administration of many of our institutions of higher 
learning have until recently been built with an 
assumption of continued growth in enrollment. Some of 
these fundamental elements still are built that way, but 
for a time probably ought not to be (Carnegie Foundation 
for the Advancement of Teaching, 1975). 
Some administrators, in a desperate search for 
survival solutions, give lip service to marketing without 
fully understanding the discipline. As our institutions 
of higher learning being to accept some marketing 
responsibility, it would appear that many plunge into it 
in an excessive and misguided way, equating marketing 
with hard selling, as the following examples show: 
One college passed out promotional frisbees 
to students on spring break in Fort 
Lauderdale. 
A midwestern college sent first-contact 
letters to high school students, based 
on alumni recommendations, reading 
"Congratulations! You ve been accepted. 
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North Kentucky State University planned to 
release 103 balloons filled with 
scholarship offers, but canceled the 
plans because of adverse public reaction. 
St. Joseph s College in Indiana offered 
undergraduate student rebates of $100 
for each new student who actually 
enrolled up to a limit of the student 
recruiter's total tuition. They 
discontinued this last practice 
after much criticism from colleges 
across the country. 
One educational consultant suggested 
half-jokingly that colleges' future 
sales techniques may include money-back 
guarantees for courses and professors 
not liked and slogans such as "59.95 a 
credit hour—none priced lower." 
(Egler, 1974). 
These activities represent only the tip of the 
marketing iceberg and certainly not the substance. 
The better the marketing effort, the less there should 
be a need for hard selling. 
Institutions of higher learning have historically 
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pursued the young. Today, however, over 35 percent of 
enrolled students are over 25 years of age (Voss, 1980). 
It would seem that many institutions will be required to 
revise policies and programs to attract an older market 
in the future. This is not a suggested solution, but 
perhaps a starting-off point in a marketing strategy 
effort. It would seem highly probable that institutions 
may have to change personnel, policies, techniques, and 
courses to serve new student interests. 
Perhaps the college marketing process should 
start with and be the sole responsibility of the 
admissions office. If enrollment objectives are not met 
there may be a temptation to funnel money into the 
admissions office, or to even replace the administrator 
in charge of admissions. It would seem that the college 
marketing process should start long before admissions 
gets involved, and quite possibly, should continue 
beyond the work of that office. Philip Kotler claims 
that the institution marketing process comprises seven 
basic activities: institutional positioning, portfolio 
planning, applicant development, applicant evaluation 
and notification, recruitment effort evaluation, college 
improvement planning, and alumni loyalty development 
(Kotler, 1976). He examines the seven activities as 
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practiced by successful institutions of higher learning. 
Institutional Positioning. The college's top 
policy makers should articulate a mission and purpose for 
the college that makes sense in light of its history, 
resources, opportunities, and competition (according to 
Kotler). It should define a distinct posture of the 
college relative to other colleges. The education buyer 
should be able to tell how well the college is likely to 
meet his or her particular educational needs and desires. 
They should commit themselves to some viable part of the 
total educational market that they will serve and serve 
well. They should determine their perceived position in 
the market in relation to competing colleges. By doing 
so, administrators could determine if they should 
continue as is, find a unique message to advertise about 
itself, or raise or lower the academic level. Whatever 
alternative that is chosen, the college should choose 
that which promises the greatest long-run opportunity 
for the college, providing that it is realistic. 
Portfolio Planning. The drawing power of most 
institutions of higher learning depends on the number and 
kinds of programs offered by those institutions. A 
"portfolio" may consist, for example, of a day 
undergraduate school, an evening undergraduate and 
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graduate school, a center for management development, 
etc. Each division (school) itself has a sub-portfolio 
of departments and courses. Perhaps some programs should 
be added and others terminated. 
Applicant Development. The job of the admissions 
office is to identify those student markets that will 
have an interest in the school's portfolio, to 
communicate this information, and to facilitate the 
student decision process. 
Applicant Evaluation and Notification. The 
objective here is to produce a large pool of qualified 
applicants from which the institution can select the most 
able students. An institution facing declining 
enrollments is often tempted to lower the admissions 
criteria even though this may create an undesired change 
in the institution's character. 
Recruitment Effort Evaluation. Evaluate past 
recruitment efforts to learn the strengths and weaknesses 
of the program and to spot opportunities for improving 
it. The institution should try to improve the ratio of 
applicants to contacts and the ratio of enrollment to 
acceptances. As such, many colleges are contacting 
non-enrollers and non-continuing students to find out 
what factors influenced their dropping out of the 
process. 
College Improvement Planning. Satisfied students 
are an institution's best advertisers. Their influence 
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on the enrollment rate of prospective students in their 
home towns is enormous. Institutions of higher learning 
cannot simply assume that their students are or should be 
satisfied without checking to find out. Areas of student 
satisfaction or dissatisfaction should include such 
things as academic programs, quality of instruction, 
residential facilities, activity programs and work 
opportunities. 
Alumni Loyalty Development. Colleges and 
universities that have strong alumni support generally 
raise more money, recruit better students and enjoy many 
other benefits. Perhaps the institution should budget 
for building alumni loyalty, carry out marketing programs 
of direct mail, alumni magazines, and alumni programs 
(both on and off campus). Alumni should be cultivated. 
An interesting example of creative marketing 
strategy appeared in a Wa11 Street Journal article 
(Incrassia, 1981). It would appear that Carleton College 
in Northfield, Minnesota could teach many other 
institutions of higher learning about marketing. It 
would seem that Carleton (a small liberal arts school) 
recruits students the way that many marketing oriented 
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firms sell their product. While many institutions 
attempt to use marketing techniques such as flashy 
advertising campaigns without first finding out what 
students want, Carleton uses a technique that could be 
broadly called the marketing concept as defined earlier. 
Carleton matches the offer and the appeal to the target 
market (finding out what the customer wants and if 
possible, giving it to them). This has paid off for 
Carleton, which has an enrollment of about 1,700 and 
charges over $7,000 a year in tuition and fees. Since 
the college began using marketing research in 1978 to 
improve recruiting materials sent to high school 
students, it has increased the number of applicants 
to about 1,850 from 1,470. At the same time, the 
response rate to its mailings has increased to more 
than 14% from 5.9% in 1978. Prior to this time, 
applications to Carleton had declined substantially, 
forcing the college to accept a greater proportion of 
applicants. Officials worried that Carleton s reputation 
as an academically selective school would suffer. 
To turn this situation around, Carleton sent 
questionnaires to students who planned to enroll or 
showed an interest in the college. Among the findings: 
perspective students thought the location in southeastern 
Minnesota was cold and isolated, that the school s 
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atmosphere was too cerebral, and that little socializing 
was done. In response, the college showed a photograph 
of cross-country skiers and noted that bundling up can 
make even a very cold day bearable. They stressed their 
proximity to the Twin Cities and stressed that while 
academic pressure was intense, there was still plenty of 
time to have fun. Carleton also discovered through 
research that students look for different things in a 
college depending on where they are from. Once this was 
recognized, regional letters to Westerners, Easterners 
and Minnesotans were sent out, in addition to the usual 
general introductory letter. The letter sent to 
Westerners stressed the opportunity for outdoor activity 
and the school's informal atmosphere. Easterners were 
sent letters loaded with statistics meant to impress them 
with the scholarly standing of the students and faculty. 
Minnesotans considered the school expensive, so in their 
letter Carleton emphasized financial aid. These 
marketing techniques do not seem to be misleading, 
deceptive, immoral or illegal. It would seem that 
prospective students witnessed an example of good 
marketing. 
Carleton College isn't the only college that is 
starting to employ good, effective marketing strategy to 
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their recruitment effort. Other college and university 
presidents are increasingly turning to strategic 
marketing planning techniques to better understand their 
market and to decide which courses to add and which to 
drop. In a survey of college and university presidents 
(Allen & Peters, 1982) all 80 respondents expressed 
positive attitudes about the application of marketing 
techniques in academic administration, while 60 of them 
said they are initiating new academic programs based on 
market demand. Forty-three of the respondents had phased 
out programs with low student appeal. The vast majority 
of the institutions responding did research on matters 
such as why students select a particular college, why 
they remain and why they leave. Most of the presidents 
said they expect marketing to make "a significant 
contribution" or will "contribute a great deal" in 
helping their institutions cope with the problems of 
declining enrollment and funding shortfalls in this 
decade (Allen & Peters, 1982). It's interesting to 
note that most surveys of this sort seem to deal only 
with the idea of using marketing techniques to stimulate 
enrollment. Few seem to attempt to look at the 
application of the total marketing process to a college 
or university s full planning and operation. Coordinated 
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institutional marketing programs seem to be rare. (I 
know of few institutions that employ a director or vice 
president of marketing). It would seem that a problem 
exists with coordinating institution-wide marketing 
programs with considerable overlap of activities. 
Many institutions of higher learning in the mid 
1980 's find themselves caught in what might best be 
described as the "over and under dilemma"--overstaffed, 
overbuilt, overly scheduled with programs and courses, 
and under-financed and under-enrolled (Berry & George). 
We see this in declining enrollments, terminated tenured 
faculty and the terrible financial condition of some of 
our institutions. (Some have folded, others are 
struggling to stay alive.) In the past, most 
institutional administrators have not had to use business 
world metaphors such as markets and marketing. They were 
not trained in business techniques and practice and had 
no need to worry about running the institution like a 
business. Peter Drucker, in his book An Introductory 
View of Management, (Drucker, 1977) tells us that our 
performance as leaders of a so-called "service" 
institution had better be better in the future than that 
exhibited in the past. He tells us that our performance 
in this area over the past many years has been less than 
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impressive, let alone overwhelming. Many would admit 
that institutions of hiqher learning have grown larqer 
than earlier generations would have thought possible with 
more "managers" being hired and budgets that have grown 
faster than expected. Mr. Drucker feels that many 
service institutions such as institutions of higher 
learning will continue to become "management conscious," 
and will probably have to learn and use some of the 
business tools such as marketing and marketing strategy 
if they are to survive. College and university 
administrators have not been trained as, nor do most of 
them operate like, business people. The basic problem 
of the service institution (according to Drucker) is that 
it is paid for promises rather than for performance. It 
is paid out of a budget rather than for results. 
Many administrators would argue that institutions 
of higher learning are very different than business 
institutions, and therefore the techniques used in 
business by and large are not appropriate (Surface, 
1971). True, institutions of higher learning are indeed 
different from the typical business firm. How different 
these types of institutions are, however, is probably a 
matter of debate. There is much evidence to suggest that 
the differences between business and educational 
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institutions are not as severe as some would believe. 
Only recently have institutions for higher learning had 
to search for students the way that the business firm 
has long searched for customers. 
Marketing is inherent in all organizations. The 
appropriate question is not whether the organization will 
practice marketing or not, in one form or another, but 
whether it will practice it well or poorly (Kotler & 
Levy, 1969). Thus, although it would seem that 
marketing itself is unavoidable to the institution, the 
effective practice of marketing requires special efforts. 
As implied earlier, today is a far cry from the 1960's 
when many more people were knocking on college doors than 
could be admitted. Higher education then was in a 
seller's market, and admissions offices functioned 
primarily as "rejection offices." To compound the 
problem, skyrocketing costs and growing doubts about the 
value of a higher education as the guarantee of a good 
job also are adversely affecting enrollments. As also 
noted earlier, techniques being used to attract students 
are long established in selling merchandise, but 
traditionally frowned upon as inappropriate in academic 
circles. The City University of New York, beset with two 
years of falling admissions and a city-wide financial 
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crisis sent recruiters and counselors into high schools 
in 1977 armed with the power to grant "instant admission 
to those who met standards (U.S. News and World Report, 
1977). The results of some of these recruiting methods 
appear mixed. Some college officials maintain that 
intensive recruiting only steals students from other 
schools while generating few, if any, applicants who had 
not considered enrolling elsewhere. 
In recent years, marketing literature and practice 
have broadened to encompass non-business organizations. 
Family planning groups, symphony orchestras, and the 
March of Dimes are but a few of the organizations that 
have embraced marketing (El-Ansary & Kramer, 1973). 
Universities have also been advised to engage in "the 
formal practice of marketing" as a way of coping with the 
fiscal and enrollment crisis that face many institutions 
of higher education (Kotler, 1975). In a 1977 article, 
Berry and Allen logically and forcefully contend that 
universities must develop "improved organization 
responsiveness to a changing environment through 
'managed' marketing." (Berry & Allen, 1977, p. 25). 
Then they describe how marketing strategies could be 
planned, implemented, and evaluated on a university-wide 
basis . 
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Earlier, the argument was advanced that 
institutions of higher learning affairs are so distinct 
from those of a business firm that marketing fundamentals 
are simply not applicable to higher education. However, 
as noted earlier, higher learning institutions' 
operations do resemble, in many ways, the operations of 
a business firm. Both must satisfy needs, face 
competition, and generate enough revenue to stay afloat 
as an operating entity. It would seem that both are 
faced with the need for marketing, and both must be 
concerned about their product (or service) in the eyes of 
the consumer (applicant). 
Despite these similarities, there are also basic 
differences. The most obvious has been the absence in 
most institutions of higher learning of profitability as 
a measure of performance. Another key difference between 
an institution of higher learning and most other types 
of organizations lies in the role of a major group of 
employees, the faculty (Corson, 1960). Compared to 
employees in other organizational settings, educational 
institution faculty possess a relatively large amount of 
autonomy and substantial freedom of thought and speech. 
Thus, a faculty probably should not be thought as 
subordinates of the administration in the same sense as 
employees of business firms. Despite these differences, 
employees of educational institutions could and probably 
should help in the institutions' marketing efforts. 
Authors Brown and Walker note that some faculty members 
probably possess the three vital qualifications for a top 
administrative job in marketing: demonstrated competence 
in marketing including research expertise, familiarity 
with institutions of higher learning, and administrative 
experience (1978). 
As the image of an ever benevolent future fades, 
many institutions of higher learning are beginning, 
albeit with painful stops and starts, to look beyond next 
year's budget. Obviously, the major impetus for this has 
been the recent wide-spread discussion about the 
enrollment waves of the next two decades (Kirschling & 
Huckfeldt, 1981). These discussions are apparently 
convincing some institutions that there will be no easy 
way to bandage an enrollment cut that probably will not 
heal for at least the next twenty years. Moreover, 
enrollments are not the only future problems. Faculty 
and facilities are two other notable examples of areas 
institutions must approach with a wishful view to 
distant mountain peaks. As the Carnegie Foundation for 
the Advancement of Teaching notes (1976): 
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Th© next dec9.de of substantial growth wil 1 be from 
2000 to 2010. This will be a very special period for 
higher education, and those interested in innovation and 
improvement and dynamism might well wish that the 
intervening twenty-five years would disappear. In that 
first decade of the coming century, at least 40 percent 
of college and university faculties will be replaced. 
More than half of all present faculty members were hired 
in the 1960 's, and they will be retiring mostly during 
the years 2000 to 2010; the opportunity of replacing 40 
percent or more of all university faculty in one decade 
creates enormous possibilities for changing programs, 
introducing new disciplines, and setting new priorities. 
Of all university building space existing today, 55 
percent was constructed in the 1960's. It will be 
extremely difficult to create new plants until these 
buildings live out their 30 to 40 year period of 
usefulness. So, after the year 2000, about one-half of 
higher education facilities will have to be rebuilt or 
remodeled. This is not the year 2000, however, and we 
can only hope to make the best of the situation in which 
we find ourselves. 
It would seem that academic administrators may have 
to embody quite different attitudes about change and how 
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to adapt to the future. However, many administrators who 
once blanched at the term marketing now bandy about such 
words as positioning, strategy and break-even levels at 
the drop of a motarboard. Many academic deans who once 
concerned themselves with merit raises and research 
grants are now asking themselves, "Is this program 
saleable?" It would seem that marketing is coming out of 
the college closet and into college administration 
offices, board rooms, faculty clubs, and classrooms. 
(2.3) Marketing Research as a Tool in the Educational 
Marketing Effort 
It would seem that prior to this time, careful 
research on the subject of why students select a 
particular institution of higher learning has been rare. 
Seldom have survey forms been administered or interviews 
conducted in accordance with objective measurement 
standards. In some cases the anonymity of the student is 
not protected, and their own self-respect and self-image 
intereferes with their frankness and objectivity (or so 
it would seem). It's entirely possible that in the 
future, many institutions of higher learning may be 
forced to become consumer conscious and will have to 
have a good idea about what the prospective student wants 
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and why they want it. (Marketing research in a 
nutshel1! ) 
According to the most comprehensive study of 
freshmen attitudes—that of the annual survey by the 
Cooperative Institutional Research Program of the 
American Council on Education and the University of 
California, Los Angeles--the most common reasons that 
freshmen give for selecting a college are its importance 
in getting a good job, its academic reputation and its 
special education programs (Brown, 1978). Many academic 
administrators may be well advised to pay attention to 
such student reasons and to adapt their publicity and 
publications accordingly. Past studies that relied on 
simplistic data such as the size of a graduating class 
contrasted to the size of the entering class four years 
previously have little utility. How many of the freshmen 
matriculates graduated four years later? Five years 
later? Transferred elsewhere? Where? Why? These are 
the studies that will probably be important in the 
future. 
Corporations, from which institutions of higher 
learning seem to be borrowing the marketing approach, 
spend considerable sums each year in market research in 
assessing their current (and prospective) customers 
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attitudes and behavior patterns. They do not base their 
marketing plans solely on the hunches and assumptions of 
those constructing plans. Put simply, they go directly 
to the source. (They probably cannot afford to do 
otherwise.) Many institutions of higher learning are 
slowly learning that they may have to do the same to 
survive. 
Market research involves learning about the 
attitudes of various publics toward organizations or 
services or products to discover how those publics are 
influenced to subscribe, enroll, or purchase whatever 
service or product is being offered. This kind of 
research can be helpful in generating such basic 
information as (Barton & Treadwell, 1978): 
—Geographic yield rates by primary inquiry 
source 
--Geographic yield rates by application status 
—Yield rates by primary inquiry source and 
application status 
—Yield rates by school types and proximity 
—After comparison with travel schedule, 
comparative yield rates by college 
representative 
An effective institutional marketing research 
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program should be based not only on such basic research 
as described, but also on research that attempts to 
measure the attitudes of all the colleges' current and 
potential constituencies (Barton & Treadwell, 1978). 
Such constituencies might include parents of high school 
students, both in and out of state; full-time students 
who have transferred into (or out of) the college; 
alumni; non-alumni donors; opinion leaders in key 
marketing areas; continuing education students; and even 
the general public if the institution is a sizeable force 
within the community. Areas that might be surveyed in a 
broader research are (Barton & Treadwell, 1978): 
— Each groups ' and subgroups ' knowledge of and 
familiarity with the college as compared to 
other benchmark institutions. 
--Favorable and unfavorable attitudes toward the 
college and the benchmark institutions. 
--Factors considered important in deciding whether 
to continue (or in the case of parents, to have 
their children continue) education on the next 
level. 
--Attitudes about various factors intrinsic to the 
college (for example, religious affiliation, 
size, location, single sexness, the football 
53 
team, specialized academic offerings, and the 
knowledge of faculty "superstars"). 
Cost factors that may not only determine whether 
or not the prospective student enrolls in an 
institution of higher learning, but also where 
the institution will be located. 
As with most research, it's important that those 
marketing institutions of higher learning regularly step 
back and review what is working and not working and make 
adjustments when and where necessary. It would seem that 
what will happen in the next decade is one of the 
critical questions facing higher education. An important 
factor in determining future enrollments is the rate of 
attendance for the typical college age group and for 
older students. The question is often asked about 
whether or not enrollment rates will increase enough 
during the coming year to compensate for the decline in 
the college age population. Forecasters and researchers 
differ on this question. The most pessimistic 
projections are the economics-based research models, 
which presume that a weak job market for college 
graduates will result in a lower rate of attendance. 
Some believe that the income gain that graduates can 
expect from a degree has diminished considerably. Others 
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are not as pessimistic. Some believe that the job market 
for college trained workers will boom in the 1985-1990 
period because the demand for graduates may exceed the 
supply. 
As with most research of this type, the assumption 
behind most of the projections is that there will not be 
any drastic changes in the nation. Wars, depressions, 
radical changes in technology, or even shifts in 
government policy could change everything. A weak job 
market for college graduates in conjunction with other 
factors could depress enrollments even more. Some 
marketing research would indicate that although the 
special circumstances surrounding each institution must 
be considered, in general, two types of institutions will 
be most adversely affected by enrollment problems in the 
immediate years ahead: small, private liberal arts 
colleges and private two-year colleges (Carnegie Council 
on Policy Studies in Higher Education, 1980). Lewis 
Mayhew identifies other types of institutions that will 
experience problems: "Middle level, private urban 
universities and perhaps a few of the more remote state 
colleges located in regions experiencing short enrollment 
declines." (Mayhew, 1979, p. 4). The least vulnerable 
institutions seem to be at the opposite poles of the 
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prestige ladder: the research universities and the 
selective liberal arts at one end and the public two-year 
institutions at the other end. Comprehensive and 
doctoral-granting institutions should have enrollment 
patterns somewhat between the extremes of universities 
and private two-year colleges. The vast majority of the 
vulnerable institutions are private colleges (according 
to the Carnegie Council). 
In the future, more institutions will be forced to 
close their doors, and this will make it easier for 
competing institutions to continue. Cooperative 
arrangements and mergers may become increasingly 
attractive. Witness the recent merger between Barrington 
College in Barrington, Rhode Island, with Gordon College 
in Wenham, Massachusetts (McCarthy & Gray, 1984). This 
merger took place at the close of the 1984-1985 academic 
year and the college sold its 100 acres, classroom 
buildings, and dormitories. Barrington College President 
David G. Horner called the merger the result of a 
shrinking student market over the next decade. He felt 
that a merger would ensure that one entity would survive 
as competition became tougher for students because of the 
declining enrollments in high schools. (The closing of 
this 84 year old college also took a $1.2 million annual 
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payroll out of Rhode Island.) It seems that size and 
growth no longer are hallmarks of progress that have 
typified higher education over the years. 
It is ironic that the reality that the babies from 
the baby boom years are now past college has finally hit 
home. This is an obvious influence in the gloomy 
enrollment projections that many college and university 
administrators have been making recently for their 
institutions. It would seem that if they had been doing 
some basic marketing research in the past, many of these 
people would not be in such trouble because they would 
have had the vision to look ahead and plan for this 
erosion. As Berry and George note in their article, 
(1982) at least two considerations sometimes are given 
insufficient attention: 
1. Even when the college-age population grows at 
a decreasing rate, specific colleges and 
universities can (a) continue to grow solidly 
if they attract more than their share of the 
market or (b) more or less retain enrollment 
levels of prior years by preventing substantial 
erosion of market share. 
In our knowledge-explosive world, the concept 
of college age is less and less an omnipotent 
2. 
one, and the potential of the over-twenty-five 
market is more and more real. 
Since increasing market share for one college or 
university necessarily means decreasing market share 
somewhere among the competition, it follows that a key to 
the future of specific colleges and universities is the 
development of a competitive advantage. (Market 
differentiation? Positioning?) In brief, the 
institution must better serve the needs of the target 
market than does the competition. To do this, there are 
many types of marketing research that institutions could 
consider, such as (Berry & George): 
1. Student Attitudes. Periodically, the 
institution might survey a sample of its 
student body concerning attitudes toward the 
institution itself. What do the students 
like? What do they dislike? What are the 
differences in their responses based on such 
variables as grade-point average, academic 
major, and demographics? How can the 
university improve? 
2. Exit Interviews. In order to lower its 
percentage of valued students transferring out 
or otherwise leaving before they are supposed 
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to leave, the institution could determine, 
through a formalized exit interview procedure, 
the primary reasons these events take place. 
3. Ombudsman Feedback. In recent years some 
institutions have installed ombudsmen to be 
available to students as problem solvers when 
normal channels are either unavailable or 
ineffective. Whereas the ombudsman's primary 
role tends to be one of making the bureaucracy 
more responsive in an immediate sense, an 
additional potential role could be that of 
systematically feeding back to the 
administration tabulated summaries of the 
nature of requests and complaints received. 
4. Institutional Image. Periodically, the 
institution could formally investigate its 
image as held by various non-student publics 
of interest--e.g., alumni, local business 
community, high school and junior college 
students. For the institution to change its 
image effectively, if deemed necessary, it 
first must establish what it is that needs 
changing. Moreover, periodic image 
investigations might be needed to monitor 
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progress and to locate emerging image patterns. 
5. Educationa1 Focus Groups. To derive 
information helpful in formulating new or 
improved educational programs, the institution 
might conduct focus group interviews pertaining 
to the "knowledge" interests and lifestyles of 
existing and prospective market segments. This 
type of research involves small groups in 
dialogue "focusing" on some topic of interest. 
In the present context, the topic might be 
knowledge interests (What subject areas 
interest you?) and knowledge lifestyles (How 
do you presently pursue those interests?). 
Nontraditional groups for the institution--for 
example, middle-aged women—could be stressed 
at least as much as college-age individuals. 
6. Market Analysis of New and Existing Educational 
Programs. 
Whether the institution actually institutes a 
new program to serve certain needs it uncovers 
could depend in part on the results of a market 
analysis, or a quantitative investigation that 
answers such questions as these: Who are our 
prospects and how many are there? What are 
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their demographics? What do they want in our 
proposed new program? Who comprises the 
competition, and what are their strengths and 
weaknesses? 
It would seem that the institution of higher 
learning must be true to its mission and its proven 
abilities if it is to stop declining reputation and 
enrollments. It would also seem that programs can be 
developed with consumer interests in mind and be 
marketed persuasively to a potential target market or 
markets. Furthermore, it is feasible that marketing 
research could be the nerve center of such an effort. 
(2.4) Long Term Planning as a Tool in the Educational 
Marketing Effort 
Many institutions of higher learning will probably 
continue to consider responsibilities other than 
advertising to be outside of the domain of marketing. 
However, many institutions have realized that a marketing 
system can be developed within the organization which 
recognizes the importance of the consumer (student or 
applicant). As Milton Pressley vividly points out in his 
book it is the consumer that will either buy or not buy 
what the institution is offering (Pressley, 1978). 
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Simply put, the consumer is a key, if not the key, to the 
generation of revenues. 
Successful organizations (business, educational, 
and others) seem to have several things in common 
(Pressley, 1978 ) : 
1. They believe in and practice the marketing 
concept (as defined earlier). 
2. They have a marketing plan (or several plans) 
based on the best available information—not 
just casual observation or supposition. 
3. They have an effective marketing organization 
which implements the marketing plan or plans 
correctly. 
It would seem that these keys to success are easily 
transferable to the academic organization. Making 
decisions in the present about what probably should be 
done in the future is what planning is all about. 
Ideally, the planning process results in a detailed 
written plan or roadmap for the future. A marketing plan 
should interface the marketing objectives, policies, 
strategies, tactics, and budgets with those of the other 
functions of the organization. It generally is a written 
guide which presents details regarding what is to be 
achieved, how, by whom, when and where. It would seem 
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that institutions of higher learning that do not 
undertake long-range planning presently, will probably 
have to do so in the future. They may be forced to 
overcome institutional inertia and to make long overdue 
choices (such as identifying areas of growing student 
interest and creating new programs to replace those for 
which demand may have fallen off) (Steward & Dickason, 
1979 ) . 
Long-range planning utilizes both quantitative and 
qualitative assessments of the external environment to 
determine institutional priorities and strategies. It 
would appear that many of our institutions of higher 
learning do not do a credible job in the area of 
long-range planning. This would be planning such as 
defining the institutions ' mission and making hard 
decisions about long-range program additions or 
deletions. Other than in the area of "exigency" 
planning, most planning documents do not serve as a 
blueprint or become institutionalized (Moore, 1978). It 
would seem that very few institutions of higher learning 
appear to be effectively using long-range planning in 
their organizations. 
Strategic planning is defined as the process of 
developing and maintaining a strategic fit between the 
organization and its changing marketing opportunities 
(Kotler & Murphy, 1981). The definition suggests the 
appropriate steps that an educational institution can 
take to improve itself (Kotler & Murphy, 1981). First, 
the institution might carry out a careful analysis of its 
environment, both internal and external. It then could 
review its major resources to provide a key as to what it 
can reasonably expect to accomplish. The environment and 
resource analysis should allow the institution to 
formulate new and appropriate goals that it wishes to 
pursue in the future. Goal formulation is normally 
followed by strategy development in which the most cost 
effective strategy is chosen for reaching goals. The 
strategy will probably indicate certain changes that 
the institution must make in the organization structures 
if it is to implement the strategy. Finally, attention 
is turned to improving the organization's systems of 
information, planning, and control to permit carrying 
out the strategy effectively. When these components are 
aligned, they should promise improved performance. 
A useful way to examine a school s mission is to 
answer the following questions (Drucker, 1973): What is 
our business? Who is the customer? What is our value to 
the customer? What will our business be? What should 
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our business be? These simple-sounding questions are 
among the most difficult the institution of higher 
learning will ever have to answer. Successful 
organizations continuously raise these questions and try 
to answer them thoughtfully and thoroughly. 
A growing number of institutions are deciding to 
write formal mission statements (strategic planning). 
They realize that defining the mission is critically 
important because it affects everything else (Kotler & 
Murphy, 1981). A well worked out mission statement 
provides the institution with a shared sense of 
opportunity, direction, significance, and achievement. 
The mission statement acts as an invisible hand that 
guides an institution and its diverse personnel to work 
independently and yet collectively toward the realization 
of the organization's goals. 
(2.5) Competitive Structures in Higher Education 
The private business sector of the U.S. economy 
operates on a competitive basis. Companies compete with 
one another for the consumer's dollar and those that are 
successful are rewarded with strong performance, 
visibility, and financial viability. The competitive 
system may not work quite as smoothly and sharply in 
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actuality as it does in theory, but it is generally 
self-correcting: Companies prosper when they meet 
consumer needs successfully; they fail when they don't 
(Montana, 1978). 
Many institutions of higher learning are beginning 
to evaluate their roles in terms of the consumers they 
serve, the products they offer, and their own distinctive 
competence—those things that they do better than anyone 
else. With demand now stabilized in most geographic 
areas, and the large decline in enrollments now obvious, 
the shifting distribution of students is finally 
capturing the attention of more and more planners at the 
institutional level. In other words, it appears that 
many institutions of higher learning are paying more 
attention to the competitive aspects of their existence. 
A few institutions have done elaborate studies to 
identify their primary competition, and in fact have 
asked a number of appropriate questions regarding the 
nature of system-wide competitive structure (Rowse, 
1982). What are the number and sizes of competing 
groups of institutions? What are the strategic 
characteristics of institutions within each group? Is 
each group homogeneous? To what degree do these groups 
overlap one another? Are there groups of prospective 
students who can be relatively easily swayed to consider 
many types of institutions (i.e., more susceptible to 
recruitment activities)? Do clear dominance patterns 
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exist within and across groups of competing institutions? 
If so, what do these patterns suggest will occur given 
expected shifts in the size and composition of 
prospective students" pools or in economic and social 
conditions? Are the competitive groups stable? Can 
shifts in the group be anticipated, and what indicators 
could be used to assess regularly an institution's 
competitive position? (The word competition has been 
avoided by our institutions of higher education in the 
past, much the same way that they have avoided using the 
word marketing.) 
The lack of a theoretical basis for studying 
competition may well account for the limited number of 
studies contributing to our understanding of competition 
and competitive structures. Another factor is that most 
researchers have been concerned with planning for their 
specific institution rather than undertaking a 
system-wide analysis. Some institutions have formally 
identified and monitored their competition by using 
surveys and admissions data; many have not (Frank, 1980) 
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(2.6) The Marketing Mix and Its Relevance to Educational 
Marketing Efforts 
The term marketing mix describes the result of an 
organization s efforts to creatively combine interrelated 
and interdependent marketing activities to achieve the 
overall institutional goals. These choices involve a 
selection of media, the formulation of an effective 
message, the determination of pricing strategy, and the 
mode of distribution to be used. The administration 
must select and combine these ingredients of the 
institutional marketing mix to achieve the organization's 
short-range and long-range goals and objectives. 
To achieve organizational objectives, the marketing 
person should be constantly engaged in fashioning a mix 
of marketing procedures and policies. This mix should be 
altered as new problems and environmental changes develop 
(Borden, 1964). While the mix may have many facets, the 
basic categories of the marketing mix elements are: 
PRODUCT, PRICE, PLACE (DISTRIBUTION), and PROMOTION. 
These are commonly referred to as the 4 P s of marketing. 
Since virtually every possible marketing activity can be 
placed into one of these categories, the 4 P s constitute 
a framework that may be utilized to develop a marketing 
plan for an institution of higher learning (McCarthy, 
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1971). Following is an attempt to fully explain each of 
the 4 P's and how each one could relate to our 
educational process and our institutional marketing 
efforts as we continue through this difficult time in 
higher education. 
(2.6A) Product 
Product refers to the type, features and quality of 
the goods, programs, or services that the organization 
designs, presumably in response to its perception of the 
target market's needs (Pappas & Klein, 1983). Product is 
the foundation--what happens on the campus and in the 
classroom, and what happens to the student. When faculty 
members, administrators, and other staff members view 
students as consumers with the right to expect good 
teaching and a supportive environment, both the 
institution of higher learning and the student should 
benefit. Product includes a composite of courses, 
people, facilities, and services that are purchased by 
and benefit the student (Knight & Johnson, 1981). 
In recent years many organizations have realized 
that they stand the best chance of long-run survival by 
placing a broader and less constrictive definition on 
their service or product offering (Krachenberg, 1972). 
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It would seem that many of the challenges facing 
institutions of higher learning today have stemmed from 
the fact that they have held to a limited definitional 
concept of what they are, what they do, and who (what 
markets) they serve. The term "quasi-product" has been 
used to describe one aspect of the student's 
relationship to an institution of higher learning 
because technically the student is not something that 
the institution produces for direct exchange in the 
marketplace (Litten, 1980). A marketing person likes to 
think of a product (or service) as a phenomenon over 
which the producer has control and which can be sold or 
otherwise exchanged. Strictly speaking, institutions of 
higher learning sell their educational and 
extracurricular resources, not their students. By 
analogy an alumnus is no more a product of a college 
than the mobil motorist is a product of General Motors; 
and yet, educational institutions are involved with their 
clients in ways that most other industries are not and 
economists recognize the production functions of academic 
institutions (Bowen, 1977). Institutional prospectives 
(i.e., catalogs) speak of the qualities that individuals 
will possess when they emerge from the educational 
processes. Institutional social charters (formal or 
70 
informal) raise expectations that the institution will 
not only provide educational services, but that these 
services will be effective in producing the changes in 
individuals and the benefits to society (e.g., an 
educated citizenry and skilled manpower), which they are 
to serve. What is actually produced is learning; 
students are the carriers of such learning and are 
changed in the process of learning. Finally, 
institutions of higher learning provide placement 
services through which an exchange of their students in 
the marketplace can take place. It would seem that 
academic marketers should recognize these multiple 
client roles. 
Educational institutions offer products which are 
marketed in the educational markets. These institutions 
engage in pricing, advertising, selling, product design 
(course offerings) and virtually all of the other 
marketing functions to which other businesses attend. 
Further, educational institutions have special images and 
identities in the marketplace in which they conduct 
business (Leister, 1975). 
In a very real sense, the name of an institution 
of higher learning is an umbrella, or the product brand 
name under which all schools that make up the institution 
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operate. Marketing thinkers would view educational 
programs (products) as durables, because, like 
automobiles, their purchase is a considered one which 
may be postponed. It may also be rejected entirely. In 
attempting to sell the higher educational product 
institutions of higher learning compete with all the 
other ways people can spend their discretionary dollars. 
Among other things occurring at the present time in some 
cases, is the rejection of this educational purchase in 
favor of other purchases which some buyers view as more 
important for a variety of reasons. 
A real opportunity exists today for some 
institutions of higher learning interested in expanding 
existing products to new markets. Educational 
institutions have been increasing their recruiting of 
non-traditional student groups, such as senior citizens, 
homemakers, and ethnic minorities (Kotler & Murphy, 
1981 ) . 
Products (programs) can also be modified to appeal 
to existing markets, such as the addition of evening 
programs for schools in large cities. Weekend programs 
can also attract students not able to attend regular 
classes. 
In summation, an educational institution s 
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products, broadly defined, include course offerings in 
the institution curricula, continuing educational 
courses, academic research results, advisory services to 
students, quasi-administrative services via participation 
on institution committees, consulting services, and 
special student or faculty enhancement programs (Brown & 
Walker, 1978). Each primary product can be subdivided 
(e.g., graduate and undergraduate offerings, electives 
and required courses), and probably should be for 
planning and evaluation purposes. Product planning is 
often restricted to product addition decisions, but 
product modification and product elimination (product 
deletion process) should also be major decision areas. 
(2.6B) Price 
Price level decisions are especially important 
because they affect both the number of "sales" an 
institution of higher learning will make and how much 
money is earned. The question of tuition level to be 
charged and whether or not the institution's target 
market can pay the price become important topics of 
discussion and decision making. Sources of student aid 
available and the discussion of who will qualify for such 
aid must also be addressed. These and many other 
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questions should be addressed when discussing the price 
element of the 4 P's. 
Today 78% of all college students attend public 
institutions (McGrath, 1981). Even though the total cost 
of educating a student is roughly the same, public 
tuition, aided by state and federal taxes, averages 
$1,126 a year versus $5,016 at private institutions. 
Notes Gary Quehl, President of the Council of Independent 
Colleges (McGrath, 1981, p. 73): "American higher 
education is the only national industry that requires one 
sector (private) to compete with the other (public) at 
more than a four-to-one economic disadvantage." Some 
leaders in the private sector, including Rev. James 
Finlay, recently retired President of Fordham University, 
have begun calling for a sliding tuition scale for state 
universities. Their argument is succinct: Why should a 
student from an affluent family pay only $1,126 to attend 
a state university when it costs the taxpayer much more 
than that to provide education? 
Middle class families seem to be reacting to a 
price squeeze in education as evidenced by the decline in 
the proportion of middle class students in private higher 
education. The cost of attendance undoubtedly influences 
the decision on whether or not to pursue higher 
74 
education. One estimate is that tuition would need to be 
cut in half to raise the enrollment rate by 15 percent 
(Contra, 1979). 
It would seem that the higher educational 
institution's product represents the direct source of 
potential satisfaction to needs in the market. Making 
the product available at the right time and place and 
communicating its need-satisfying properties provide 
additional benefits to institutional marketing personnel 
and, in the process, facilitate product acceptance. 
Importantly, making the product available at an 
acceptable price also encourages product (service) 
acceptance (just as an unacceptable price discourages 
such acceptance). Institutional pricing strategy 
concerns price-related decisions designed to encourage 
the kind of product acceptance desired by the 
organization to meet its economic objectives as well 
(Berry & George). As has been previously noted, private 
institutions today face particularly sensitive pricing 
decisions as their tuition rates steadily climb to meet 
rising costs and as they face head-to-head competition 
from state institutions with tuition rates usually 
significantly lower. 
It is likely that considerable imagination in 
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pricing strategy would be shown by institutions of higher 
learning in the future. For example, increasing mention 
is being made in the literature of variable pricing, in 
which the attempt is made to align more closely the 
tuition charged for a specific program with the costs to 
the institution for offering the program (Bacon & Pride, 
1971). Another illustration of innovative pricing is 
•^^i^isigh Dickinson s Comprehensive Family Plan, whereby 
members of a full-time student's family are charged 
reduced tuition if they themselves enroll (1974). 
James Scannell, Dean of Admissions and Financial 
Aid at Cornell University, believes that within the next 
couple of years it's going to be impossible for most 
families to pay for a college education over only four 
years (Smith, 1984). Institutions of higher learning 
will probably have to provide additional financial aid 
over and above that which is already available from both 
the federal government and the institutions themselves. 
Lafayette College in Pennsylvania, for example, offers 
parents loans at a fixed interest rate in cooperation 
with a local bank. Because the college guarantees the 
loan, parents benefit from favorable rates. Furthermore, 
a family's economic situation seems to strongly influence 
a student's choice of institutions (Mudie, 1978). Thus 
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if an institution has traditionally attracted students 
with a certain economic profile, it can expect to do so 
in the future as long as other factors such as the health 
of the economy and the offerings of the institution 
remain constant. Similarly, if an institution has 
traditionally been particularly attractive to 
middle-income families, it may not be attractive to 
those with high or low incomes unless it makes changes 
that would appeal to them. Probably the most important 
factor to consider when evaluating this economic data is 
what is known as effective buying income (EBI) (Mudie, 
1978). This index of a family's discretionary income is 
a figure that is arrived at after taking into account the 
cost of living in a given community as well as the taxes 
and other costs that a family must pay and that vary from 
one community to another. The EBI is probably one of the 
best indicators of what one can really expect students 
and their families to have as resources for purchasing 
the services involved in higher education. EBI data is 
available in the "Survey of Buying Power," published by 
Sales and Marketing Management Magazine and is updated 
annually for the entire country by state, regional area, 
county and community. 
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(2.6 C) Place 
Place refers to the location at which the product 
or service is offered and/or the method by which it is 
distributed (Pappas & Klein, 1983). Place is a term used 
broadly to include when and where courses are offered 
and the method of instruction employed (Knight & Johnson, 
1981). Courses may be offered at off-campus sites 
convenient to students (branch campus, extension centers, 
and courses televised in the home, for example). In 
addition to using lectures and traditional methods of 
instruction, faculty members may use other teaching 
techniques such as microcomputers and cassette 
recorders . 
Place (distribution) strategy concerns itself with 
the necessary actions to make the product available at 
the time and location desired by the market segment 
sought. Traditionally, institutions of higher learning 
have distributed product largely by telling the market 
that it must come to the institution instead of taking 
the institution to the market. The idea of taking the 
institution to the customer would seem to hold much 
potential in the seeking of a competitive advantage. For 
example, a major chemical company located several miles 
from the nearest educational institution might well be 
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interested in strongly supporting that institution's MBA 
program if portions of the curriculum could be handled by 
correspondence and televised lectures piped into the 
company's facility (Barry & George). 
In brief, an organization's capacity for getting 
its product (service) to consumers when and where they 
want it is typically a critical variable in influencing 
the level of success to be obtained by the organization. 
Urban institutions of higher learning commonly suffer 
from inadequate parking facilities, poor lighting, and 
the reputation for being an unsafe place to be after 
dark. Such distribution factors as these may lessen 
significantly the attractiveness of an otherwise strong 
product offering (Barry & George). 
It would appear that Place (distribution) in 
today's world has to be of as much concern to an 
institution of higher learning as it is to a consumer 
goods manufacturer. To the educational institution, the 
problem of distribution is one of how too meet more 
effectively the educational needs of all the students. 
The question of whether or not to establish a branch 
campus or other type of extension center must be 
determined. If an electronic network is to be 
established, the number and location of such outlets must 
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be determined. In more generalized terms, the concept of 
Place is one of when, and how, to get the product 
(service) to the market in an acceptable and efficient 
manner. A determination must be made as to whether or 
not the institution should go to the market, and if it 
does so, how far should it go and in what form will it 
present the product. Branch campuses, extension centers, 
remote T.V. outlets and the university without walls 
concept are all manifestations of contemporary concerns 
with the Place (distribution) function (Krachenberg, 
1972 ) . 
The necessary flexibility and adaptability so 
necessary in the Place element can and probably will be 
considerably enhanced by the proper application of 
educational technology. A great deal can be done by 
imaginative use of televised material, cable, microwave 
transmission, or physically transported video cassettes, 
coupled with the opportunity to question the instructor 
via telephone (Lynton, 1984). The coming years will no 
doubt witness a rapid development of computer assisted 
and computer managed instruction and the use of video 
discs. Properly used, these (along with other tools and 
innovative ideas) could considerably enhance the ability 
of a faculty to reach out to a wide variety of sites. 
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Place, the where and how the consumer can obtain the 
goods or services that they seek, not only refers to 
physical locations, but also includes when a product is 
available. For institutions of higher learning this 
means not only campus (or course) locations, but also 
academic calendars, course scheduling, residency, and/or 
fieldwork requirements (Litten, Sullivan & Brodigan, 
1983 ) . 
(2.6D) Promotion 
Promotion is any form of communication used to 
inform, persuade, or remind people about products, 
services, image, ideas, community involvement, or impact 
on society (Evans & Berman, 1984). Promotion is applied 
communication used to exchange persuasive messages and 
information between buyers and sellers (Zikmund & 
D'Amico, 1984). Personal selling, advertising, 
publicity, and sales promotion are all elements of the 
promotional mix. 
Although promotion (and advertising in particular) 
is often singled out as a part of the marketing mix that 
society in general and institutions of higher learning in 
particular could well do without, a moment s reflection 
may show that this criticism is unwarranted. The job of 
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marketing is to identify consumer wants and to move to 
fill those wants by developing appropriate products or 
services that are priced right, packaged for convenience 
and understandability, and made available to the target 
market. The role of promotion in the marketing function 
is to convey news and to tell potential customers about 
the benefits of a product or service. This communication 
is often termed "selling the product." Promotion is an 
inseparable part of the marketing function (Kendal, 
1974). The essence of promotion is communication. The 
provision of attention getting, informative, and 
persuasive communications is a vital activity toward 
developing market awareness, understanding, and interest 
in what the particular institution of higher learning has 
to offer. It would seem that benefits must be clearly 
and impactfully communicated to prospects for the 
offering, or to influencers of prospects such as high 
school counselors. 
Personal selling involves direct contact with 
either the prospective student or with someone that is 
close enough to that student to influence the decision. 
Within the context of academic marketing management this 
presents a number of possibilities for the institution of 
higher learning that is not already extensively engaged 
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in such activities. Should the institution, for example, 
consider formal sales training for the admissions staff 
and the other pertinent personnel? Should the 
institution more aggressively engage in the development 
of sales aids such as audiovisual presentations? Should 
the institution establish formal programs of campus 
visitations for community college and high school 
counselors, student prospects, and the parents of student 
prospects? (Berry & George) Good sales personnel (in 
both profit and non-profit institutions) are able to 
correctly identify the persuasive message that is proper 
in a given situation. 
More and more new admissions officers are coming 
from business and industry with marketing, sales, and 
business management training or experience (Beals, 1979). 
As admissions staffs become more diversified in skills, 
training, styles and personalities, the director or dean 
will probably have to learn to orchestrate staff talents 
and abilities in such a manner that the staff becomes a 
team that can accomplish the major goal of attracting, 
enrolling, and retaining students. This, in all 
probability, will not be an easy task. The terms 
"consumer needs" and "market analysis" strike hard at the 
very core of the admissions officer of the traditional 
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past. However, in light of the current trends and the 
predicted conditions for the next decade or so, it would 
seem that the standard business concept of marketing could 
be easily transformed into an admissions-recruitment model 
that uncovers specific needs, satisfies those needs by the 
development of appropriate services, and then lets people 
know of their availability through the sales process. 
Personal selling is generally considered to be the most 
flexible means of delivering a promotional message. 
Personal selling also has a negative side. Carried 
to an extreme, the "hard sell" can approach the 
ridiculous. Kotler cites the example of a public 
university that attempted to attract attention to itself 
by planning to release balloons filled with scholarship 
offers (Kotler, 1976). Not only are such ill-conceived 
efforts unlikely to produce many new applications, but, 
by making the institution seem foolish, they may be 
counterproductive. Additionally, they may undermine 
relations with feeder schools and neighboring 
institutions. One commentator views educational 
institutional marketing (especially personal selling) as 
based "first on institutional philosophy and mission; 
second, on locating appropriate populations; and third, 
on stimulating, involving, and enrolling those 
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populations and meeting their educational needs." 
(Hershey, 1981, pp. 19-21). The general term marketing 
should not be confused with selling. Generally speaking, 
the aim of marketing is to make selling unnecessary. The 
term "marketing" was borrowed from the industrial sector 
because it lends meaning and structure to these 
functions. (For a general discussion of the role of 
marketing and selling in higher education, see 
Ihlenfeldt, 1975; Carter & Garigan, 1979; Lovelock & 
Rothschild, 1980.) 
Selling techniques presently being used to attract 
students are long established in selling merchandise but 
have been traditionally frowned upon as inappropriate in 
academic circles. College recruiters frequently hold out 
promises of personal fulfillment in school and a 
lucrative, rewarding career after graduation. Many of 
these promises, students complain, often turn out to be 
exaggerated or misleading (U.S. News and World Report, 
1977 ) . 
Advertising includes any persuasive message carried 
by a mass medium and paid for by a sponsor who signs the 
message (Johnson, 1978). It consists of paid messages by 
indentified sponsors through non-personal channels 
(media). Any medium other than a live salesperson may be 
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used (Zikmund & D'Amico, 1984). 
The use of advertising is not new to most 
institutions of higher learning. New York University 
spent over $100,000 in 1972 for recruiting and 
advertising and achieved an 8 percent enrollment 
increase (Gorman, 1974). Such informational advertising 
is well within ethical boundaries (in most cases) and 
advertising bringing out the unique positive features of 
an institution should also be acceptable. Advertising 
should always be in good taste and project a positive 
image for the institution. (References to competing 
institutions is still considered unprofessional by most.) 
For many years a few farsighted educators saw the 
need to inform the public of the needs, benefits, and 
aims of higher education. The University of Wisconsin, 
during the regime of the lively John Bascom, started a 
university press in 1870 which would be "devoted to the 
interests of the fast growing University." (Cutlip, pp. 
242-251). Its first publication was a monthly periodical 
published in June of that year under the editorship of 
G. W. Raymor and James W. Bashford who asserted: "We 
have felt that the institution stood in need of no one 
thing more than a well-edited university journal, devoted 
to its interests--one that would make known its wants, 
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advocate its rights, redress its wrongs; one that would 
be a firm supporter of the institution in all its 
interests." (Cutlip, p. 21). An editorial writer of 
The Independent, writing in the February 1, 1906 
issue, took cognizance of the growing practice of 
colleges to "advertise," using mainly those methods that 
do not cost them anything--alumni banquets, commencement 
addresses, talks with high school seniors, magazine 
articles, and books. This writer thought competition was 
the prime stimulus for this "modern method of seeking the 
student," and supported the trend toward improved 
catalogs as well as "advertising in magazines and 
newspapers." (Cutlip, p. 22). 
In general, institutions of higher learning which 
took up advertising alone as their definition of 
marketing are seeing their enrollments lag after an 
initial upsurge caused by advertising expenditures. 
Effective advertising is normally developed in 
coordination with the overall marketing strategy of 
the institution. Advertising objectives should be 
specific and should change with varying environmental 
conditions. 
Publicity is similar to advertising except that it 
involves an unpaid and unsigned message, even though it 
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may use the same mass media as advertising does. 
Publicity can be positive or negative. In fact, since 
the message is in the hands of the media and not in the 
hands of the organization, publicity can be terrible. 
Administrators may take considerable time and effort in 
getting news releases placed in newspapers and on 
broadcasts so that a favorable organizational image may 
result. It often develops, however, that no publicity at 
all is better than negative publicity. 
Publicity can reinforce advertising and vice versa. 
It is important to identify desirable elements of the 
publicity image available and make paid advertising 
consistent with the publicity image whenever possible. 
This may mean arranging specific events such as a 
cultural activity or public benefit, and then supporting 
the resulting publicity with ads. The result is mutual 
reinforcement of advertising and publicity. 
Yale and Harvard, among the nation's oldest 
universities, sensed the need for an organized publicity 
program back at the turn of the century. At Yale it was 
Anson Phelps Stokes who saw the requirements for building 
an organized public relations program. At Harvard it was 
its long time President, Charles W. Eliot, who, from his 
inaugural address of 1869, perceived the necessity of 
influencing "opinion toward advancement of learning. 
(Cut1ip, 1970, p. 24). 
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Yale was having image problems in the early 1900 's 
as the importance of scholarship on campus appeared to be 
declining and the role of the "playboy" gaining. Even 
Yale was forced to make gestures in this direction when 
it became evident in 1903 that she was losing some of her 
accustomed clientele. A handful of college officers 
recommended that a college press agent by appointed 
whose function it would be to give out the news, to note 
and answer public misrepresentations, and to prepare 
articles that would arouse interest in Yale. At about 
the same time, Harvard, the nation's first college and 
first fund raiser also helped lead the way in utilizing 
educational publicity to raise funds. In 1900, President 
Elliot engaged in the nation's first publicity firm, The 
Publicity Bureau, to obtain national recognition for 
Harvard (Cutlip, 1970). 
Sales Promotion would encompass promotional 
activities other than personal selling, advertising, 
and publicity. Activities designed to stimulate buyers 
within a specific time period. 
The intent of a sales promotion program is to 
the advertising and personal selling 
amplify or bolster 
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messages offered by the organization. Sales promotion is 
not a poor cousin of the other elements of promotion 
since American marketeers (both industrial and 
institutional) spend millions of dollars on sales 
promotion just as they do on advertising and personal 
selling. A college fair or exhibit would be an 
appropriate example of a sales promotion, as would 
the catalog and viewbook. 
Publications, as a sales promotion tool, would seem 
to be a valuable source for the expansion of the working 
pool of prospective students. Publications, such as 
those that provide students with information on the 
process of transition from secondary to higher education 
are especially valuable as a recruitment aid. Some of 
these publications are simple postcards to be mailed 
directly to a participating institution, and are a useful 
tool for expanding a pool of students. Some of the 
publications are distributed through secondary schools, 
others are sent directly to the student s home, and still 
others are directed toward students in junior colleges 
(Mudie, 1978). Such publications are normally printed 
with specific editions to be distributed to specific 
states or small groups of states. Thus, one can use 
selected editions for responding to targeted geographic 
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areas as one means of expanding a pool of prospects. 
Cover letters, personal letters, catalogues, view 
books and postcards asking for more information are all 
part of the sales promotion aspect of promotion in 
general. 
It should be noted that promotion alone doesn't 
always work. Briarcliff College, a long-established 
women's college, faced an enrollment drop from 668 in 
1969 to 280 in 1973. The college president scrambled to 
find ways to "sell" Briarcliff to prospects, including 
advertising and more high school visits. The president 
personally went on the road to talk up Briarcliff, 
managing to raise enrollment to 350. However, the effort 
was too little and too late. Briarcliff's finances 
continued to deteriorate and the college finally closed 
its doors in 1977 (Newsweek, 1977). 
In equating marketing with intensified promotion 
alone, there are several dangers (Kotler, 1979). 
Aggressive promotion tends to produce strong negative 
reactions among the school s constituencies, especially 
the faculty, who regard hard selling as offensive. Also, 
such promotion may turn off as many prospective students 
and families as it turns on. Aggressive promotion can 
attract the wrong students to the college; students who 
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drop out when they discover they don't have the 
qualifications to do the work or that the college is not 
what it was advertised to be. Finally, this kind of 
marketing creates the illusion that the institution has 
undertaken sufficient response to declining enrollment, 
an illusion which slows down the needed work on product 
improvement, which is the basis of good marketing. 
Much has been written about the marketing mix, much 
of it advancing the thought that it is a valid tool for 
non-business organizations as well as its traditional 
fit. Most organizations have some marketing problems, 
so it would seem that most would need to understand 
marketing in general, with a special emphasis on the 
marketing mix. (Also see Gaedeke, 1977; Lovelock & 
Weinberg, 1977; Lovelock, 1977; and Nickels, 1978.) 
In its true meaning, marketing deals with the 
concept of uncovering specific needs, satisfying those 
needs by the development of appropriate goods and 
services, letting people know of their availability, and 
offering them at appropriate prices at the right time and 
place. In short, the marketing mix elements called the 
4 P's of marketing. 
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(2.7) Student Retention and its Relevance to Educational 
Marketing Efforts 
A very large number of students who enter college 
drop out before they finish, thus sharply compounding the 
enrollment problem. 
From the outset it should be clear that all student 
attrition is not necessarily bad. Lenning, Sauer, and 
Beal (1980) identify the problem. 
Some students need to transfer, stop out, 
or drop out for their own benefit, and an 
approach that could somehow force them to 
stay would be inappropriate, in spite of 
the detrimental financial implications of 
decreased enrollment. Rather than improving 
retention per se, the primary goal should 
be to better meet student needs and to 
provide a more meaningful educational 
experience. And in the long run, 
motivations closer to the mission of 
the institution probably will lead to 
higher enrollments and tuition revenue 
than will a shortsighted, survivalist 
focus on enrollments for enrollments' 
sake (p. 16). 
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A satisfied customer who returns is an important 
component of most marketing efforts, and the marketing 
of institutions of higher learning is probably no 
exception. Returning students are important as they 
comprise most of the enrollment for most institutions. 
Student return rates measure an important aspect of 
student retention. Delivery is the key to institutional 
impact on student return rate. The best promotion will 
be ineffective if the institution cannot deliver, at 
convenient times and locations, learning and advisement 
that satisfy the student (Leach, 1978). 
Dropout rates vary substantially by type of 
institution. Attrition rates for freshmen are highest 
at public community colleges and lowest at private 
universities. Public four-year colleges and universities 
also have high attrition rates for freshmen (Baldridge, 
Kemerer, & Green, 1982). Further, admissions directors 
at public four-year colleges report increased attrition 
among freshmen and undergraduates (14 and 15 percent, 
respectively) (Baldridge, Kemerer, & Green, 1982). 
Student profiles could possibly help many 
institutions of higher learning to improve their 
retention rates and thus to offset the decline in the 
number of new college-age students. Research evidence 
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indicates that students who are female, white, highly 
able, or from high income families are more likely than 
other students to persist in college (i.e., not to drop 
out, either temporarily or permanently). Moreover, 
entering college immediately after high school 
graduation, living on campus, becoming involved in 
extracurricular activities, and participating in the 
federal college work-study program or having some other 
kind of part-time job are all related to persistence in 
college (Holstron & Knepper, 1975). By taking steps to 
identify freshmen with possible academic or social 
problems that may cause them to drop out, some 
institutions have been able to offer special counseling 
services to these students. Other institutions have 
encouraged peer counseling, whereby upperclassmen advise 
freshmen with the intent to reduce attrition. 
Studies show that most students who drop out leave 
during their first year, usually because of financial 
problems or boredom. Overall, only between 40 and 50 
percent of all fulltime freshmen earn a baccalaureate 
within four years, although this rate varies by type of 
institution. Administrators should be especially 
concerned if their retention rates differ significantly 
from their peer groups of institutions. 
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Institutions have very little control over the many 
factors that contribute to enrollment decline. They have 
little influence over the birth rate, the economy, the 
draft policy, or public confidence in higher education. 
By contrast, institutions of higher learning really can 
do something about their attrition rates. 
It would seem that most institutions have not done 
much to lower their attrition rates. A major reason is 
probably that until recently most institutions have had 
such large recruitment pools that they have not needed 
coordinated and systematic programs to reduce attrition. 
This lack of attention to attrition is a tragic oversight 
(Baldridge, Kemerer, & Green, 1982). 
In 1978 Verne Stadtman surveyed college presidents 
for the Carnegie Council (Stadtman, 1980); in 1979 a 
survey was done for the National Center for Higher 
Education Management Systems (Beal & Noel, 1980); and in 
1981 a national sample of both presidents and admissions 
directors were surveyed (Baldridge, Kemerer, & Green, 
1981). All of these surveys point out that there is 
indeed a lack of coordinated and systematic programs to 
reduce attrition. Every researcher who has examined the 
question of attrition points to the critical role that 
"social integration" plays in determining which students 
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drop out and which students continue (see Chickering, 
1969, 1974 & Austin, 1975, 1977). A strong cur riculum 
and an excellent faculty are the best retention tools 
an institution can muster (Baldridge, Kemerer, & Green, 
1982 ) . 
Finally, there are several ways to examine 
retention. Students may withdraw or stop attending 
specific classes or may withdraw totally from the 
institution. Some withdraw or stop attending in the 
middle of a term; others simply do not return and never 
finish their degree program. 
There are several strategies an institution can 
adopt when handling course withdrawal and non-attendance 
rates (Jedamus & Peterson, 1981). One is to target those 
courses or faculty with extremely high withdrawal rates. 
Another is to implement an institution-wide emphasis on 
increasing retention. In this case, only aggregate data 
are shown; and each division or department develops its 
own plan to increase retention. Faculty members could 
find out the retention rate for their course on their 
own. An even more non-threatening approach is to make 
retention only one part of a much larger improvement 
prograrm. Bakersfield College and Los Angeles Community 
tituted "Project Renewal" in response to College both ins 
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Proposition 13. (For more information, contact David C. 
Scott, Assistant Dean, Research and Development, 
Bakersfield College, Bakersfield, California 93305.) 
This program, among other things, focuses on retention. 
Princeton University (Pervin, 1966) and the University of 
Tennessee conducted studies to predict attrition and 
performance among incoming and current students. These 
studies used biographical data plus an instrument that 
compared students' perception of self with their 
perception of the institution. 
Withdrawal studies have also been conducted at 
Harper College (Lucas & Fojo, 1979) that track samples 
of students who fail to return to the college before 
graduating. The purpose of the study is both to track 
their current progress and to evaluate why the student 
left Harper. Three-fourths of the reasons center on 
personal circumstances or transferring to another 
college. In other types of predictive studies, Stock 
and Berger (1978) examined pre-admissions variables that 
relate to attrition at a liberal arts college; and Ott 
(1978) explored factors that affect retention of men and 
women engineering students. 
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(2.8) Financial Aid and Its Relevance to Educational 
Marketing Efforts 
One special area of interest to many potential 
students is financial aid. This service would include 
the granting of scholarships, grants, loans, 
assistantships, and fellowships. Therefore, it should 
probably be given a special place in the marketing 
process (Huddleston, 1980). Financial aid, simply put, 
lowers the cost of attendance. For many, the decision 
to attend an institution of higher learning is related 
to price, along with a number of personal and family 
background characteristics. Economists and other 
researchers have conducted numerous studies that attempt 
to determine what effect price changes have on enrollment 
(price elasticity as defined by an economist). Although 
studies such as these must be interpreted carefully 
because of assumptions that must be made, there appears 
to be some consensus in their findings. One not so 
surprising conclusion is that price does affect access. 
Each of 10 studies reviewed by McPherson (1978) found a 
significant negative relationship between the cost to 
students and the probability of attending an institution 
of higher learning. (However, the magnitude of this 
price effect is not great. ) A $100 cut in tuition, 
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according to McPherson, would result in only a one 
percentage point increase in the enrollment rate. 
Jackson and Weathersby's (1975) review of seven demand 
studies concurred that both low tuition and student 
financial aid packages increase enrollment. However, 
the cost per additional student attracted to higher 
education is very high. According to their estimates 
it would cost, on average, approximately $4,000 for 
each additional student attracted to an institution by 
a combination of a price reduction and some form of 
financial aid. It would seem that all institutions 
(again according to these studies) experience some 
degree of price elasticity and shifts in their student 
market, i.e., a disproportionate drop in demand 
triggered by increased tuition. For many institutions, 
this creates a unique form of the "trickle down": the 
movement of students from costly (private) institutions 
to less expensive (public) institutions, accompanied by 
some movement down the academic pecking order from 
universities to public four- and two-year institutions. 
More than half the nation's full-time undergraduate 
students received some kind of financial aid in 1983 
(Smith, 1984). Last year, aid administrators noted two 
major trends: an increasing dependence on loans to both 
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students and parents, rather than outright gifts or 
grants, and a growing emphasis on merit (Smith, 1984). 
Also, it should be noted that if a student negotiates a 
favorable package for the freshmen year, there isn't any 
guarantee that it will be maintained: most aid is 
refigured annually. 
Since 1974, direct student aid has increased by 35 
percent despite substantial cuts in the GI Bill and social 
security payments to post-secondary institutions 
(Carnevale, 1984). The shift of funding from 
institutions to students has made post-secondary 
institutions exceedingly vulnerable to enrollment 
trends. Despite substantial increases in student 
financial aid, enrollments provide an uncertain base 
(Carnevale, 1984). A more stable base might possibly 
include some balance of student support to encourage 
enrollment and additional institutional support. 
With continuing increasing operating costs, 
tuition at most institutions is likely to continue on 
an upswing. Therefore, it would seem that additional 
student financial aid may be necessary to ward off 
potential continuing enrollment declines at many 
institutions. It would also appear that large sums will 
probably be needed to increase enrollments beyond present 
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projections. It would seem necessary to increase student 
aid provision by seeking support from federal, state, and 
private sources so that we may recruit the best and the 
brightest from all sectors of society (Spitzberg, 1983). 
By pursuing social justice through increasing access and 
choice, we may best contribute to maintaining the quality 
of higher education (Spitzberg, 1983). 
(2.9) Summary of and Commentary on the Review of the Body 
of Knowledge 
There seems to be no ready agreement concerning 
what should be done today and in the near to mid-term 
future, as seems obvious from this review. Little 
attention has been devoted to this problem until we 
entered the decade of the 1980's. The decline in 
enrollments over the past few years have forced many 
institutions of higher learning to pay particular 
attention too the development of marketing strategies 
and programs. The rules have not, nor are they likely 
to change much, but it seems to be the beginning of a 
new ball game. What the game will be like, who the 
players are likely to be, how to understand it, plan 
for it, and cope with it, has been the subject of this 
review of the pertinent literature written to date about 
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this increasingly important subject matter. How we act 
(or react) to this dilemma will in some cases determine 
whether or not our particular institutions will survive. 
The use of marketing by educational institutions 
and the transfer of marketing activities from business 
to higher education has been suggested throughout the 
review. Market analysis may help institutions determine 
what programs, scheduling, or services are needed. It 
was suggested that the ability of some institutions to 
adjust to new marketing tactics may determine not only a 
successful marketing process by also institutional 
survival. The marketing research process involves 
gathering and evaluating reliable data, including the 
identification of new student groups. As noted in 
several studies, the marketing process involves 
managerial decisions on the best promotional approaches, 
which include direct mail, media releases, calendar 
announcements, and advertisements in publications. It 
was also suggested that competition and the complexity 
of the marketplace will make new product offerings a high 
priority for the future. 
The issues, organizational changes, and 
institutional reactions that institutions of higher 
learning perceive as associated with the implementation 
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of new marketing practices were also identified in the 
review. Several trends were revealed. Successful 
marketing activity may require policy decisions, expanded 
missions, increased expenditures, and centralized 
administration. It was found that there are emerging 
trends in institutional change associated with 
implementation of the marketing concept, and that these 
cluster into three basic types: those preliminary 
responses necessary for organizing a marketing effort 
(i.e., policy decision and expenditures); expected 
changes that occur as institutions begin to implement 
the marketing concept; and consequences associated with 
marketing activity. A marketing program means increased 
attention to measures of institutional effectiveness, and 
while significantly contributing to the overall financial 
stability of the institution, it may bring increased 
competition among institutions. The most likely areas of 
expansion as institutions attempt to serve a broader 
clientele will be to place more emphasis on adult and 
part-time students. A change in student clientele will 
probably mean that changes will need to occur in 
programs, scheduling, admission requirements, and 
teaching methods. Ongoing program evaluation may provide 
the information necessary to make more successful 
strategic and marketing decisions, and 
consumerism may change the priorities 
student 
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CHAPTER III 
ENROLLMENT MARKETING PLAN 
FOR INSTITUTIONS OF HIGHER LEARNING 
It has been estimated that by the year 2000, 25% of 
the currently existing residential liberal arts colleges 
will be gone (Dunn, 1979). Many other colleges will find 
themselves in dire straits and will be searching hard for 
ways to survive. In fact, declining enrollments and 
increased competition for funding have thrown many 
institutions of higher learning that are unschooled in 
strategic planning and high-level resource management 
into a financial tailspin (Anderson, 1983). 
That's the bad news. The good news is that, like 
other nonprofit organizations caught in a tight financial 
vise, educational institutions still have time to: 
* Analyze the external and internal environmental 
factors that could affect the institution. 
* Formulate step-by-step immediate and long-range 
goals and plans. 
* Motivate professional and support staff members 
to work productively toward those goals. 
The purpose of this chapter is to present a general 
enrollment marketing plan (or model) with alternative 
107 
strategies and contingency plans so that institutional 
leadership may be in a position to act decisively and 
successfully during the difficult enrollment years 
ahead. This marketing plan should be of use to 
institutional leadership with no prior training in the 
marketing discipline and also those that lead the 
recruitment effort of all institutions of higher 
learning, regardless of where their institution may 
fit within the Classification of Institutions of Higher 
Learning as published by the Carnegie Foundation for the 
Advancement of Teaching (1973). 
The enrollment marketing plan exposes the user to 
an orderly transfer from one enrollment marketing stage 
to the next logical stage. It further permits the user 
the ability to exert some control over not only the 
internal environment, but also the external macro and 
micro environment, and finally it will help the user to 
better understand the delicate interaction that exists 
between activities and components critical to the overall 
enrollment process. (Please refer to Enrollment 
Marketing Plan chart on the next page.) 
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From the standpoint of the institutional 
administrator, the immediate prospects are not 
encouraging. However, certain steps can be taken to 
help maintain stable enrollment. Steps that may allow 
the institution to control its destiny through systematic 
planning. The process is presented in a logical linear 
system that integrates the traditional independent 
functions associated with marketing, recruitment, 
admissions, enrollment, funding and retention. It 
suggests various ways in which officials can respond so 
that the potentially unfavorable impact of enrollment 
counts can be averted, or at least cushioned. The 
process (model) further suggests that resources (money, 
manpower, and facilities) can be allocated when and where 
needed. Its purpose is to allow the institution to both 
market and manage its enrollment (growth, maintenance, or 
even planned decline). All major functions concerned 
with enrollment are identified and placed into one of 
five groupings. 
(3.1) Research Analysis 
As the chart suggests, the enrollment cycle of the 
model begins with a research analysis. Most 
organizations in our society have learned that they 
no 
cannot keep up with markets and changing societal 
conditions without some organized research effort. 
At the minimum, this effort should involve a 
continuing collection and analysis of published 
secondary data. On a more sophisticated basis it may 
require the generation and analysis of primary or 
original data. The marketing research process really 
involves the gathering of reliable data, both internally 
and externally. This process can be defined as: "The 
systematic design, collection, analysis, and reporting of 
data and findings relevant to a specific marketing 
situation." (Weiers, 1984, p. 21). Research should help 
combine marketing efforts and serve as a basis for a 
resource program formulated from ideas supported by 
research and experience. Marketing begins with consumer 
research and continues with a plan that results in 
something that addresses people's needs (Banach & Moore, 
1979). It is a process which involves the total 
organization, and allows institutions to analyze 
curricula and programs and ensures that programs offered 
meet student needs. Marketing research encourages 
institutions to understand their strengths and 
weaknesses, and to build on those which meet expressed 
student needs. 
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(3.1A) Marketing Information System 
Along with a research orientation goes an ability 
to manage information well. Although information may be 
available from a variety of sources, it may not be 
exactly what is needed. Administrators may complain of 
a lack of the right kind of information for making 
specific decisions. Paradoxically, administrators may 
also be overburdened with too much irrelevant 
information. Resolution of this apparent contradiction 
of generating too much or too little information has led 
to the realization that information should be managed 
systematically. Administrators who had previously used 
research to "fight fires," are beginning to develop a 
broader view of the role of marketing research. This 
more effective type of thinking, along with the 
widespread use of computers, has led to the the 
development of the marketing information systems (MIS) 
concept. A marketing information system is a formal 
network of information flow to an institution s 
administration. This process can be defined as: "a 
continuing and interacting structure of people, 
equipment, and procedures designed to gather, sort, 
analyze, evaluate, and distribute pertinent, timely, 
and accurate information for use by decision makers to 
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improve their marketing planning, execution and 
control." (Kotler, 1980, p. 136). 
The amount of information available about 
student's academic qualities, demographic 
characteristics, socio-economic circumstances, and 
college plans is almost limitless. To gather this 
information is one thing; to make it available is 
another. The admissions officer must display it, 
interpret it well, share it with the appropriate people 
on campus, and use it to help answer important questions. 
Not all, and perhaps not even many admissions officers 
have trained themselves to deal with the analysis and 
display of data (Beals, 1979). In the past, simple 
tables of figures and percentages generally sufficed for 
high level administrative decisions. However, in the 
coming years, the stakes are apt to be much too high for 
anything less than highly sophisticated and accurate 
information. In data, the admissions officer has a 
tremendously powerful tool. To use it skillfully, 
however, many admissions officers may have to acquire a 
new proficiency in information systems and become more 
knowledgeable about computer-based admissions processes 
than has been necessary (Beals, 1979). 
In short, a market information system is an 
113 
organizer of information, a means to allow decision 
makers the chance to quickly find and use the pertinent 
facts and data in the decision making process. 
(3.IB) Marketing Intelligence System 
A marketing intelligence system should supply 
administrators with a flow of data on what is happening 
in the external macro and external micro environment that 
might be considered important to the institution. (A 
distinction should be made between the macro and micro 
environment. The external macro environment is outside 
influence over which administrators have absolutely no 
control; for example, economic conditions. The external 
micro environment describes outside influence over which 
the administrator has some, but somewhat limited 
control; for example, recruitment of students in local 
and regional high schools.) The system would encompass 
sources and procedures by which administrators would 
obtain their everyday information about developments in 
the external marketing environment. This could be in the 
form of marketing intelligence gleaned through newspaper 
articles, trade publications, and other information 
sources. By utilizing such sources and engaging in this 
type of activity, administrators may be able to spot 
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important developments. At the same time, their casual 
approach to gathering marketing intelligence can also 
result in missing or learning too late of some other 
important developments, such as a fund raising 
opportunity with an important donor, or a new law that 
might hurt the organization's nonprofit status (Kotler, 
Philip, 1982). 
An institution should take concrete steps to 
improve the quality of marketing intelligence gathered. 
First of all, the members of the institution must 
be sold on the importance of gathering marketing 
intelligence and passing it on to others within the 
institution. Administrators, deans, and faculty should 
know the kind of information that would be useful to 
others within the institution charged with strategic 
planning. 
Second, the institution should encourage outside 
parties with whom they deal—consultants, advertising 
agencies, lawyers, and others--to pass on any useful bits 
of information. For example, an institution's enrollment 
consultant group may hear about another institution that 
is in financial trouble with the possibility of closure. 
This information may be useful to the admissions or 
development office. 
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Third, the institution could hire people to carry 
on specialized intelligence gathering activity. A 
"mystery shopper" could canvass their own institution 
and also the competitor's institution. Such a person 
might visit the admissions offices of several 
institutions and report back on the quality of their 
"customer handling." The "bogus student" might report 
receiving widely different receptions, some of which were 
absolute turnoffs and others which were highly effective. 
Mystery shopping could also be an important way to learn 
whether the institution's own admissions staff is really 
practicing a customer orientation in its dealings with 
the prospective customer. 
Fourth, the institution can establish an office 
that is specifically responsible for gathering and 
disseminating marketing intelligence. This staff could 
perform a number of services. It could scan major 
publications, abstract the relevant news and disseminate 
that news to appropriate administrators. It could 
install suggestion and complaint systems so that students 
and others would have an opportunity to express their 
attitudes toward the institution. It could develop a 
master index so that all the past and current information 
could be easily retrieved. The staff could also assist 
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administrators in evaluating the reliability of different 
pieces of information. These and other services could 
greatly enhance the quality of the information available 
to those charged with marketing the institution (Kotler, 
1982 ) . 
(3.1C) Market Segmentation 
Market segmentation is the identification within a 
larger market of any number of smaller, more homogeneous 
submarkets. Bases for segmentation usually include 
demographic variables such as age, sex, occupation, 
income, and geographic factors. These kinds of variables 
are useful because they are easy to measure and are often 
related to consumer needs and purchasing behavior. 
Age. Consumer wants and capacities change with 
age. There will be fewer college-age students over the 
next several years, so most institutions of higher 
learning should try and attract a new breed of students, 
and that would include older ones. In many cases this 
would involve taking advantage of one of the newest 
markets in education—the nontraditiona1 student. It 
would seem that the opportunities for growth in this area 
are much greater than many institutions recognize. 
Because of technological advances, education will 
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probably become a part of all of life, with learning 
becoming a year-round, life long continuous process. 
To ignore this potential may be costly to an institution. 
We need the students but the question may be asked as to 
whether or not the students need us. To answer that 
question, administrators only have to look at the 
companies that are giving increased attention to the 
continuing education of their employees. Managers 
realize that employees must stay close to the frontiers 
of knowledge or their companies may suffer competitively. 
Its no secret that more and more companies are setting up 
their own continuing education facilities. Part time, 
older students know the value of practical information 
and generally show an intense desire to keep up-to-date, 
realizing that continuing education could relate 
directly to their careers. A strong program to recruit 
the nontraditiona1 student (while at the same time 
continuing to recruit the traditional 18-22 year old) 
should benefit the institution by raising the number of 
full-time equivalent (FTE) students and thereby produce 
more tuition income. 
The kind of students outside the traditional 
college age group that are likely to pursue higher 
education may be students who dropped out earlier and 
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either unable to find positions or are unemployed. This 
group could also include those who have been out for a 
few years and were not able to move up as quickly as they 
had hoped. It may also include those who decided that 
they did not do it right the first time and want to try 
something else. The institution may have to "customize" 
the educational package to the interests of these 
different age groups. Some institutions may even 
sub-segment a specific age related segment, such as 
sub-segmenting senior citizens into those between 60 and 
70 (the "young old") and 70 and above (the "old old"). 
The first group still feel vigorous and want challenge 
and variety, while the second group may wish to settle 
into a comfortable and routine existence. 
Sex. Sex segmentation is not uncommon as it can 
be seen in several areas. (Male and female institutions 
of higher learning, social clubs, prisons, and others). 
Furthermore, additional segmentation can be applied 
within a single sex. Administrators involved in 
continuing education could segment the potential female 
adult learner into housewife, full or part-time employed, 
or a combination of the two. A housewife may be 
attracted to a course for self enrichment or improved 
homemaking skills. The employed female may be interested 
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in clerical, technical, or management courses. Each 
segment may have different motivations for taking course 
work and different educational programs may be 
appropriate for each. However, if administrators 
addressed each segment, the institution may be in a 
better position to attract more women to the campus. 
Occupation. Some institutions of higher 
learning have been fairly inventive in attracting the 
part time student through continuing education and 
technical training. A factor that should be considered 
and anticipated is a "clogging" of the work force, which 
may inhibit upward mobility a good bit in the years to 
come. The larger group of 1986 graduates will go into 
the work force ahead of a smaller group of 1990 
graduates. They will be taking up positions that might 
have been vacated sooner, had older workers occupied 
them. So for some time to come, these larger groups will 
be occupying the more attractive and better paying 
positions. On the other hand, if the number of births 
were the same every year, there would be as many people 
vacating positions at the other end as there would be new 
workers replacing them. For the next several years, 
however, the normal attrition that would help the smaller 
groups of graduates is likely not to occur. Another 
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factor to consider is that people are staying on the job 
longer as a result of the steady abandonment of 
retirement laws which further clogs the pipeline. 
Smart administrators should recognize these 
occupational packets within their primary recruitment 
area and strive to fill the natural need created. Some 
of these workers may end up in jobs that do not demand 
the skills that they were trained for. They may end up 
working at a level lower than they would like to and may 
be earning less money than they would have hoped for. 
That should lead to job dissatisfaction and a clear 
opportunity for a recruitment effort. Job 
dissatisfaction should foster some return to higher 
education. It would seem that we are giving our 
graduates a core of knowledge that can be used not 
necessarily across the board, but probably in more than 
one occupation. It would also seem that the graduate 
will not have to go back and totally retread if they 
decide to switch careers in mid-life. The astute 
administrator-marketeer will first identify the 
occupation(s) and will then devise product strategies to 
accommodate the potential group of nontraditional 
students within the selected occupational groupings. 
If price, place, and promotion strategies can be devised 
to accommodate these groups, it would seem that a real 
market void will have been filled. 
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Income. The question of what income level 
(total household) that the administration should direct 
the recruitment effort at should be analyzed and 
identified. It would seem somewhat ridiculous for a 
private institution with a tuition level of over $8,000 
per year to actively recruit members at the lower end of 
the socio-economic ladder (unless substantial student aid 
was available). It's estimated that between $800 and 
$1,000 is spent to recruit each undergraduate candidate 
nationally. Market segmentation research can identify 
potential candidates who can afford to attend the 
particular institution. To not do this results in wasted 
resource allocation with absolutely no return on the 
investment. A family s economic situation would seem to 
strongly influence a student s choice of institutions 
looked at. Thus if an institution has traditionally 
attracted students with a certain economic profile, it 
can expect to do so in the future as long as other 
factors, such as the health of the economy and the 
offerings of the institution, remain constant. 
Similarly, if an institution has traditionally been 
particularly attractive to middle income families, it 
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may well not be attractive to those with high or low 
incomes unless it makes changes that would appeal to 
them. 
Geographic. In geographical segmentation, the 
market is divided into different geographical entities, 
such as nations, states, regions, counties, cities, or 
neighborhoods based on the notion that consumer needs or 
responses vary geographically (Kotler). The 
institution must decide to either operate in one or a few 
cities, counties, or neighborhoods as a specialist in 
meeting needs, or to operate broadly but paying attention 
to variations in geographical needs and preferences. For 
example, the State University of New York (SUNY) operates 
64 college campuses, each with programs adapted partly to 
the interests of local inhabitants. This is in contrast 
to running 64 college campuses that are all doing the 
same thing. (Generally speaking, geographic segmentation 
refers to population boundaries.) 
When using geographic segmentation as a marketing 
tool, it is assumed that individuals who live in close 
proximity to an institution are more likely to be 
customers than those more distantly located, other things 
being equal. All too often, little is done to look at 
students presently enrolled in the institution. (These 
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students embody most of the characteristics of 
prospective students in the marketplace at large.) 
The analysis and examination of the students already 
served by the institution could be a first step to be 
taxen before an informed decision can be made about 
where to turn for new students. Surely the geographic 
location of the institution and its present students is 
a basic nonacademic factor to analyze as an 
administration goes about the task of establishing an 
enrollment marketing plan. For instance, one might well 
begin by looking at the distances, the states, and the 
size and type of community within those states from which 
students have come. Further, such community 
characteristics as urban, suburban, or rural nature can 
provide insight not only about those students who have 
been attracted to the institution in the past but also 
about where one might have reasonable success in 
attracting additional students in the future. 
Computer mapping (usually just called "mapping ) 
is another excellent way to provide a visual statement of 
the geographic location of current students and 
prospective students to policy makers who must develop 
the institution's marketing plans. The simplest method 
for an institutional researcher wishing to adopt such 
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techniques is to use computer mapping programs currently 
available on the market. Harvard University's Laboratory 
for Computer Graphics and Spatial Analysis has available 
two such packaged programs at reasonable costs. These 
packaged programs are Synagraphic Computer Mapping 
(SYMAP) and Choropleth Mapping (CORMAP) (Information on 
SYMAP is available from the Laboratory for Com 
Graphics and Spation Analysis). The data on such maps 
are arrayed by zip code areas with a range of values 
(for example, 1-50 students, 50-250 students, and so 
on) with each having a symbol designation such as a dot, 
a plus sign, a circle, or a square. These types of maps 
are commonly used in federal census reports, with 
increasing concentrations of populations represented by 
increasingly darker symbols. 
Several institutions are currently using computer 
mapping techniques in their student marketing efforts 
(Creswal1 and Self, 1976). California State University, 
Northridge (CSUN) has used the computer mapping technique 
to help determine enrollment shifts over time in its 
student service area and to identify potential areas of 
untapped student populations (Dukes and Gaither, 1978). 
In addition, computer mapping techniques are being used 
at CSUN to determine, for affirmative-action purposes, 
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the source and location of minority students as well as 
clerical and supporting employee applicant location and 
ethnicity. Participation rates of students can be 
identified by zip code area according to variables such 
as race, sex and age. Once such target populations and 
areas are identified, survey research and other 
marketing techniques can be employed to discuss what 
potential students desire, when services should be 
scheduled, and in what delivery mode. Target 
participation rates can then be set as goals and 
intensified recruiting should follow in order to obtain 
the goal. 
As a final alternative, this data can be plotted 
manually if computer mapping facilities are not 
available. Mapping techniques are quite familiar to 
most geographers, so the geography department within 
an institution should present a readily available source 
of information about such techniques. Such residential 
patterns should be of particular interest to 
administrators developing an enrollment marketing plan. 
(3.ID) Image 
Image building is a promotional approach intended 
to generate consumer preference for a particular product 
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or service over another because of its symbolic value 
rather than because of its physical attributes. 
Image is a problem with many of our institutions 
of higher learning. It may be time to tell the public 
about the innovative programs of the last several years. 
The communication gap between educational institutions 
and the media-saturated students leaves education at the 
low end on the interest scale. Attracting the attention 
of the public in a positive way is a difficult task when 
one considers the impact of television, advertising, 
radio, and Madison Avenue techniques. Present college 
age students have grown up with these factors as part of 
their life style. Perhaps it is time for higher 
education to adopt more of the communications methods 
used by the corporate world to improve image. (This 
subject is explored fully in section 3.1H.) 
Potential students acquire an initial image of an 
institution through a relative, a friend, or a high 
school counselor or teacher. This would suggest that 
image impressions are highly colored by the influence of 
the prospective student's reference groups and that 
image-selling must cover a broad spectrum of the 
institution's publics. Marketing research not only 
, but can also easily determine 
could pinpoint the publics 
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the image of the institution enjoyed by that public 
(through questionnaire administration and other means). 
The personality of the recruiter, the appearance of the 
campus, the first encounter with a professor, the 
word-of-mouth reputation of the school, and the 
institution publications provide the "reduced cues" 
guiding image formation (Gorman, 1971). All too often 
an unrepresentative minority controls student 
publications such as the campus newspaper and the 
yearbook, producing a distorted image of the institution 
which may severely undermine recruiting efforts. Image 
is most likely to be favorable when it is definite, 
consistent, believable, and related to the norms of the 
potential student and his or her reference groups. 
Closely associated with image strategy is the 
awareness that enrolled students attract similar 
prospective students. Influencing the composition of 
the student body and using this composition as an image 
projecting factor is not uncontrollable because 
publications, regulations, curriculums, and entrance 
requirements can be weighed toward a desirable student 
profile. 
An organizational image is the aggregate or sum of 
, ideas, beliefs, and feelings that perceptions, attitudes 
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people have about the organization. People's images 
differ in clarity and complexity. Some people have very 
few or fuzzy impressions about an institution while 
others may have distinct, detailed impressions. Again 
survey, interviews and questionnaires administered by 
marketing research personnel can measure attitudes and 
images of an educational institution and can yield 
valuable information. Survey results can help faculty 
and staff plan program strategies and suggest ways to 
improve an institution's overall image. 
Many things, including outreach materials, media 
communications, and physical environments, contribute 
to an institution's image. Administrators, faculty, 
and staff should be concerned about their institution's 
image for three reasons (Topor, 1983): 
1. They need to know how their institution is 
perceived in relation to competing 
institutions. 
2. They need to know how they are perceived by 
their various audiences—students, alumni, 
potential donors, and so on. 
3. They need to monitor any change in image 
perception over a period of time. 
what the consumer thinks about us. We cannot assume 
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To plan and develop strategies and priorities we need to 
probe consumer needs and perceptions and then to be able 
to measure the customer's satisfaction. When we hear 
names such as Princeton, Harvard, and Brown, it evokes 
a mental image. For years we have heard about corporate 
images: Xerox, IBM, Kodak, and General Electric. 
Corporations have created, manipulated, and maintained 
images. Any institution that needs to attract resources 
(funding and donations) and customers (students) must 
put forth its best image. An educational institution 
can adapt some business concepts to create, change, or 
maintain its image. Institutions of higher learning must 
recognize what corporations have known for decades: That 
institutions are perceived according to their 
differences, not their similarities. Educational 
institutions must place more and more emphasis on 
creating images that improve their marketing position: 
The way they are perceived in relation to competing 
institutions (Topor, 1983). 
(3.IE) Product Decisions 
Product and product strategy must be considered in 
terms of satisfying all consumer needs in relation to the 
educational programs of the institution. The student 
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drawing power of an institution of higher learning 
depends on the number and kinds of programs offered by 
that institution, just as the business drawing power of 
a corporation depends on the number of its product 
lines. A particular institution's product portfolio 
may consist, for example, of a day undergraduate 
school, an evening undergraduate school, graduate schools 
of education, speech, business, and technology, and an 
adult education program. Each school itself, in all 
probability, has a sub-portfolio of departments and 
courses. The institution's overall portfolio may also 
consist of other programs, such as a distinguished 
lecture series, concert and drama programs, an active 
student union, and so on. The richer the portfolio, 
the greater the drawing power of that institution. 
However, the idea of an institution of higher 
learning offering all things to all people is no longer 
tenable. An institution just cannot offer a program for 
every pocket, purse, and personality. It does not make 
economic sense and it does not make marketing sense for 
an institution to try to be all things to all people. 
The critical importance of institutional positioning is 
precisely to provide the guidelines to the development 
of a viable and synergistic program portfolio that 
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creates a distinguished and distinguishable institution. 
Once an institution has taken a broad view of its 
market-product opportunities, it should then go about 
the task of deciding which markets it can most 
effectively serve and with what programs and services. 
The point is that to be done well, the decisions should 
be made by considering: (1) institutional resources 
and capabilities, (2) institutional goals or objectives 
and (3) societal needs and wants. 
The job of determining the product-market mix is 
the most basic and important part of the total marketing 
program. Such decisions are also the key element in an 
institution's planning process. Thus, good marketing 
planning and good institutional planning go hand-in-hand, 
indeed are inseparable. The key is to determine just 
what product-program elements the target market is 
demanding. Good solid marketing research should provide 
these answers. 
As resources allocated to higher education become 
increasingly scarce over the next several years, there 
will be less proclivity on the part of all institutions 
to accept new programs. There will also be an increasing 
tendency toward product line simplification; the weeding 
out of unproductive program activities. In striving to 
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make the best use of limited resources, those 
institutions leading in the area of institutional 
research will ideally have developed models which will 
allow them to project different program mixes in order 
to see which mix provides the optimum utilization of 
resources while at the same time satisfying the target 
market. Thus, meaningful market information helps both 
to develop proposed new programs, and to assess the 
feasibility of offering them. 
Financial expenditures for marketing research and 
product planning will, in all probability increase in the 
years ahead. A well balanced marketing program will 
require marketing research and the development of new 
programs, both expensive activities that in the past have 
been under budgeted. There will need to be an increased 
commitment of necessary financial resources to make 
opportunities a reality, which in turn will necessitate 
assuming a risk of adopting expensive new programs. This 
risk can be predicted somewhat by carefully planned market 
research prior to development. Industry spends 
approximately 20% of its resources on market research, 
institutions of higher learning currently spend less than 
5%. This portion of the budget should probably increase 
if leadership is serious about expanded marketing. All 
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indications point to the fact that research, which allows 
an institution to predict changes in its consumer habits, 
attitudes, and needs, will expand greatly in the future. 
Institutions of higher learning will probably be 
compelled to become more introspective and analytical, 
to undertake long-range planning, something they did not 
have to do in good times. They will be forced to set 
priorities and develop strategies, overcome institutional 
inertia and make long-overdue choices such as identifying 
areas of growing student interest and creating new 
programs to replace those for which demand may have 
fallen off. This consumer orientation should benefit 
higher education in the long run. 
Careful research on why students select a 
particular institution is, again, necessary. Some 
institutions do conduct studies in an effort to learn 
the motivation of a student for enrolling, but the 
validity of their results is often suspect. Many times 
the survey forms are not administered nor are the 
interviews conducted in accordance with objective 
measurement standards. In my discussions with admissions 
directors, it was apparent that the anonymity of students 
is often not protected, which may lead students to 
respond with what they think administrators want to hear. 
This would suggest that a student did not want to harm 
their college, and that their own self-respect and 
self-image would interfere with their frankness and 
objectivity. Many students have no career objective in 
mind when they arrive on campus while others have 
narrowed their career choices to specific categories 
such as health care, communications, education, or 
business, and they seek good programs in these areas. 
Adults and other nontraditiona1 students returning to 
the classroom often have specific career goals that has 
sparked their return. Institutions of higher learning, 
through market research should be consumer conscious and 
know what is wanted and why. 
Finally, there are four steps involved in product 
and portfolio planning by an institution of higher 
learning. First, the institution must identify its "key 
business units," those programs around which strategic 
planning is possible and desirable. The institution may 
use its various schools for this purpose or it may even 
identify departments or programs within schools. 
The second step calls for developing criteria for 
evaluating the current and future viability of each 
program. Criteria include the program's quality, cost, 
intellectual significance, relevance, and synergies with 
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other programs. 
The third step (and the most difficult) is to 
decide the strategic status of each current program. It 
would seem that too few institutions make a systematic 
determination of which programs should be built, 
maintained, or terminated. A widespread tendency is to 
try to build all programs by giving them similar 
across-the-board budget increases. It takes courage for 
a high level administrator to hold certain programs back 
against the opposition of faculty and alumni whose 
programs are affected, while letting other programs grow. 
The last step in product and portfolio planning is 
to actively search for exciting and relevant new programs 
to enrich the institution's operations and 
attractiveness. It would seem that too many institutions 
stick to old programs and fail to consider launching new 
ones. A small liberal arts school may consider adding 
programs in business, health, or urban affairs if market 
research shows that there is a market for these programs. 
It may consider launching innovative adult education 
programs as well. As would seem obvious, the institution 
marketing process requires not only able management and 
the intelligent marketing of current programs, but also 
the successful identification and launching of new 
market needs and desires. programs to meet changing 
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(3.IF) Price Decisions 
One of the most neglected tools in developing 
meaningful marketing programs is that of pricing policy. 
Typically, institutions of higher learning follow a one 
or two price policy (graduate and undergraduate), with 
most public institutions also recognizing in-state and 
out-of-state segments. Realistically however, different 
programs, often at different locations, have different 
costs and they also have different levels of demand and 
appeal to very different market groups. All of these 
factors should be more fully recognized and considered 
in price determination. Recognizing cost factors may 
suggest that institutions should consider the 
development of direct costing systems so that they 
know how much individual programs, and even program 
components, cost. A recognition of demand factors means 
that an institution should attempt to get a feeling for 
a product's price elasticity, thereby recognizing how 
many people are precluded from coming due to a 
particular price level. An institution should know what 
will happen in terms of demand, as price moves either up 
or down. The end result will be better information on 
costs and demand, which can only help in program 
evaluation. More information may also encourage joint 
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program development, (both within and between departments 
and schools within the institution) and the use of common 
components which might contribute to overall cost 
reductions with no negative effect on quality. (Thus 
making the product more marketable at least in the area 
of ultimate cost to the consumer.) 
The primary objective of pricing is to achieve a 
balance between the cost of the institution's product and 
those consumers who are willing to purchase the product 
at the price offered. To this end, the tuition and fees 
set by an institution of higher learning must reflect the 
best judgement of the consumer's evaluation of the 
perceived value of the product, while the expected 
revenue must reflect the institution's judgement to 
achieve the stated mission and goals within the prices 
established. 
It is not uncommon to find that an institution 
has set tuition and fees on the basis of revenue needed 
without regard for the consumer. But the pricing of an 
educational product without consideration to the 
sensitivities of the student market may significantly 
increase the chances for enrollment difficulties. 
Again market research can lead the way in determining 
just what the perceived value of the product offering is 
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in the minds of the ultimate consumers. 
Variable cost pricing might also be considered. 
By using this financial tool it may be possible to 
reduce credit hour price as the number of students per 
unit increases. It would be relatively simple to 
ascertain the number of students needed to calculate 
the break-even point. It would then be possible to add 
a predetermined percentage as required by good sound 
financial management, and then price the course 
accordingly. Fixed costs remain the same whether there 
are four or forty students enrolled in a particular 
course. 
Another objective of pricing decisions might be 
to ask the consumer to pay for the perceived value of 
what is being bought. The perceived value of an 
institution of higher learning may include net only the 
curriculum, student services, size of classes, and 
faculty-student relations but also its reputation, social 
status, and campus appearance. It is incumbent on market 
research personnel to evaluate the student market of the 
institution and student perceptions of the institution s 
value in comparison with competing institutions for 
pricing decisions to achieve enrollment and institutional 
objectives. 
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(3.1G) Place Decisions 
Place (distribution) refers to when and where 
courses are offered and the method of instruction 
employed. Distribution in today's world, should be of 
as much concern to an institution of higher learning as 
it is to a consumer goods manufacturer. The problem of 
distribution is one of how to meet more effectively the 
educational needs of all the students within your target 
market. If a branch campus is to be considered, perhaps 
there should be additional extension centers. If a 
television network is to be established, the numbers and 
locations must be determined. In more generalized terms, 
the distribution concept is one of when, and how, to get 
the product to the market in an acceptable and efficient 
manner. The question of whether the institution has the 
market come to it or whether it should go to the market 
must be addressed. Also, the question of how far the 
institution will go and in what form will it carry and 
present the product must be answered. Market research 
can help to answer these important questions. 
As marketing activity increases, there is an 
increase in efforts to take the institution to the 
consumer by offering courses off campus and near the work 
site. New external degree programs have proliferated in 
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some parts of the country, allowing qualified individuals 
to get college diplomas without setting foot on campus. 
Coastline Community College in Orange County, California, 
is one example of a successful community-based college. 
In the last several years, Coastline has grown to one of 
the largest community college systems in the country by 
expanding the number of sites in order to conduct classes 
in the local community. Their theme is "our campus is 
the community." In this area, institutions of higher 
learning must re-examine their delivery system and 
determine whether or not programs or classes are being 
offered in the right locations at the right times. Time 
and location may be marketing factors which can give a 
particular institution a competitive edge for some market 
segments. (There is even talk about some institutions 
eventually developing nation-wide systems of higher 
education, offering a standardized quality level, much 
like a fast food chain.) 
Another development is the rapid growth of 
telecourses. A telecourse is a complete course of study 
available on videotape with accompanying workbooks. For 
example, Oakton Community College in suburban Chicago 
offers, each semester, telecourses in accounting, child 
psychology, and so on (Kotler). The student registers, 
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buys a workbook, watches thirty 30-minute videotapes, 
and when ready, is examined. The videotapes can be 
viewed either on a local television station or on 
video cassettes located in public libraries that have 
agreed to carry them. Telecourses, which were 
originally developed for shut-in populations, have 
attracted a growing number of student consumers who find 
it more convenient to learn this way than to attend 
classes. 
Another type of delivery system that an 
institution might consider is the electronic classroom. 
With this mode, several classes within a target area 
can be hooked up electronically so that students within 
that area can all listen to an instructor giving a 
lecture. If a teleconferencing format is used, the 
students could even ask the instructor questions. 
Another development that quite possibly should be 
considered by some institutions would be different 
classroom scheduling times. Most classrooms are empty 
between 3:00 p.m. until 6:00 p.m. and almost all 
classrooms are empty from 10:00 p.m. until 8:00 a.m. 
Whether or not there is a market segment (nontraditional) 
within the target market that could be tapped to fill 
these classrooms during some of these off-peak hours 
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should be explored. Market research could easily 
determine how many nontraaitional students coming off 
a 3:00 p.m. to 11:00 p.m. work shift might be interested 
in attending class from midnight until 3:00 a.m., in much 
the same way as a first shift worker may attend class 
from 6:00 p.m. until 9:00 p.m. Market research could 
also easily determine how many potential students would 
be interested in attending class from 6:00 a.m. until 
8:00 a.m. before going to work for the day. Market 
research could also easily determine how many potential 
students would be interested in attending class on 
Friday evenings, during the day on Saturday, and even on 
Sunday. It should be obvious that there are several 
potential opportunities open for nontraditional delivery 
systems, whereby the institution would not have to 
completely rely on the traditional classroom hours (or 
places) to keep the institution alive and viable. 
All institutions of higher learning should think 
through how it can make the product it offers available 
and accessible to its defined target market. Market 
research can and should provide answers needed to make 
decisions in this area. Market research can also 
evaluate the risk involved and the resources needed to 
ascertain the potential worth of a proposed program. 
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It can also test the internal and external congruence, to 
ascertain whether or not a proposed strategy is congruent 
with not only the objectives of those on the inside, but 
also whether or not the proposed strategy is congruent 
with those outside of the institution (i.e., the 
community, the legislature, and so on). 
(3.1H) Promotion Decisions 
It is a major job of institutions of higher 
learning to promote their product, and to try to reach, 
through whatever forms of the promotional mix necessary, 
the largest potential population of students within the 
institution's target market. Promotional techniques 
should include communications objectives that seek to 
inform, persuade and remind potential customers of the 
product being offered. Promotion is an attempt to 
condition customers (and potential customers) to a 
favorable viewpoint toward the product. 
The objectives of promotion are as follows: (1) 
provide information, (2) increase demand, (3) 
differentiate the product, (4) accentuate the value of 
the product, and (5) to stabilize sales (Boone & Kurtz, 
1977). Though these aspects are probably the most 
controllable decisions of the marketing process, they 
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are not well understood by most educational 
administrators. For example, a review of literature 
will point out several situations where there is a 
demand in the marketplace which has not been served, 
while at the same time there are educational suppliers 
trying to sell products which are not in demand. In 
such cases, it is clear that a poor job in promotion 
has occurred. 
To do a good job and promote the educational 
product, effective research should be the foundation of 
advertising and personal selling. Some people consider 
market research to be too complex and too expensive; 
others point out that this belief is based on too many 
examples of inappropriate promotional and pricing 
techniques. The marketing research process calls for 
managerial decisions which determine where best to 
invest promotional resources. Common and appropriate 
investments of institutional resources are direct mail, 
news releases, public service announcements (radio and 
television), personal contact, advertisements in 
newspapers and periodicals, advertisements in specialty 
journals, public relations and information bureaus, 
feature stories, and news releases to specialty journals 
and newsletters. The use of a brochure or view book has 
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been found to be especially attractive as a promotional 
device and has the added value of being portable. 
Though each of these examples can, alone, become quite 
successful, the most effective promotion may be a 
partial or full mix of these alternatives. Market 
research should help institutional administrators make 
that decision. 
It is only through communication that customers 
find out about products, and have the opportunity to 
respond. Communication activity can be subdivided into 
two areas, personal and nonpersonal. Personal 
communication (selling) to students frequently starts 
with visits by faculty or admissions offices to high 
schools. Nonpersonal communication (advertising) 
includes catalogs, brochures, view books, ads, direct 
mail, and other activities of a nonpersonal nature. 
Over time, every institution should be constantly 
striving to develop that communication mix, the balance 
between advertising and selling, which brings into each 
program, the desired number of students at the minimum 
cost. Promotion only succeeds when the product, price, 
and place is in proper order. Promotional publications 
are often too unilateral; bilateral communications 
anticipate the needs of potential learners and try to 
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meet those needs. 
The most effective way for an institution to 
determine which element of the promotional mix works 
best, is through an administered questionnaire, aimed at 
present and potential students. There has been one very 
successful survey (Druesne and Zavada, 1977), conducted 
by the College Entrance Examination Board (CEEB), that 
asked students to rate various recruiting materials that 
they had received. The study concluded that student 
response is greatest when they receive the information 
for which they asked. (The study revealed that only 25 
percent of the institutions specifically addressed and 
sent what was asked for.) It was also clear from the 
study that too few or too many information pieces in one 
mailing had a negative impact. In general, the 
institutions surveyed appeared to err in terms of too 
little information, as opposed to too much. It was 
further concluded that students would be more attracted 
to a view book as opposed to a catalogue, as the major 
ruiting devise. A final conclusion that can be drawn 
from this study was that there is room for substantial 
improvement in institutional responses to both solicited 
and unsolicited inquiries from high school students. 
This would suggest that as a first step, it is 
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recommended that admissions personnel adjust their 
recruiting mailing packages to reflect current 
knowledge and ask students to judge them. 
Direct mail enclosures to high school seniors in 
the targeted geographical area with colorful pictures of 
facilities and curriculum offering lists should increase 
student interest. At the same time, advertising should 
be geared to achieving awareness, inquisitiveness, 
deeper understanding, action and commitment. It could 
also be suggested that several mailouts spaced over time 
would be more effective than a single mailout. 
Multilithed letters and other highly impersonal efforts 
are ineffective. It could also be recommended that 
institutions of higher learning develop slogans such as 
"traditionally untraditional," "liberal arts from a new 
vantage point," "where the edu-action is," or "friendly 
excellence." Such slogans, tastefully done, are in the 
best tradition of suggestive image formation. Poster, 
advertising, and personal phone calls are also 
effective. Public Relations departments should make 
every effort to secure free publicity in area newspapers 
about campus events and news. Advertising approaches 
should be unified and coordinated with recruiting in 
regard to appeals and timing, and designed to build 
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definitive, favorable images. 
(3.2) Resource Analysis 
Once research has served as a basis in determining 
what must be done to improve marketing planning, 
execution, and control, attention should focus toward a 
realistic resource analysis. It is now assumed that an 
administrator knows what must be done, so the question 
now centers on resource allocation analysis to accomplish 
the tasks as determined by research analysis. 
(3.2A) Manpower 
This section addresses the topic of how 
administrators, in concert with other members of the 
institutional community, approach the allocation of 
resources for both faculty and administrators to carry 
out the objectives to be accomplished as suggested by 
research analysis. Initially, the institution needs to 
be sure that there is quality in the teaching, research, 
and service that it is currently providing. 
Additionally, the institution needs to either have, or 
recruit, the best people it can get (both faculty and 
administration) to carry out its mission. Few 
institutions will succeed, no matter how thorough its 
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research effort without talented, dedicated personnel. 
Administration in its best form is leadership. 
"Nothing that touches the life of a faculty or student 
should be alien to the interest or thought of the 
president. . . Good administration facilitates good 
education." (Wriston, 1959, p. 151). Administration is 
the provisioning and coordinating of activities for the 
principals of the campus: the professors, key staff, 
and students. The administration must believe in and 
back the data that research has garnished, otherwise 
the effort will probably fail. 
One can speak of administrators in terms of 
functions (for example, "leadership") or in terms of 
accounting classifications (such as "administration, 
general, all units, or all funds"). One can speak of 
"the administration" as if that term encompasses all 
nonfaculty personnel or only an evil or benign 
president (Corbally & Wright, 1981). I am concerned 
with the allocation of resources for administration 
and faculty to carry out specific programs, so to some 
extent, the accounting definition might be expected to 
prevail. It is important to stress that the need for 
administrative staff grows from the new set of programs 
and purposes as recognized by research analysis. The 
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cost of meeting the new set of programs and purposes must 
be recognized. 
When one has developed a clear sense of the 
purposes to be met by an administrative staff, an 
organizational pattern in which the staff will be 
arranged to meet the new programs and purposes, and a 
budget plan to support the staffing of that pattern, 
the next tasks are to find, recruit, and retain people 
to fill the position. In addition, one needs to have a 
plan through which one can analyze both the pattern and 
the staffing of that pattern to ensure that what is 
appropriate today is still appropriate tomorrow. Also, 
it is important to remember that in many ways, 
institutions of higher learning and their administrators 
are shaped by the times rather than shaping their times. 
It is not sheer coincidence that college and university 
presidents who served during the 1950's and 1960 s are 
almost universally characterized as "builders." Neither 
is it coincidence that college and university presidents 
in the 1980 's and 1990 's will be consumed by fiscal 
management concerns and will, to an increasing extent, be 
described as "managers." Well administered places are 
seen as efficient campuses, where limited funds are 
spent with maximum effect and with a taste and manner 
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befitting a college or university that espouses the 
best in thought, and sensibility. The following model 
of a human resource planning process is an excellent 
guide for academic administrators to follow in planning 
manpower requirements (Cook, 1984). 
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The human resource plan or model should be 
formulated using assumptions and objectives determined 
from the plans and programs developed from the research 
analysis. The research analysis identified specific 
projects or actions for accomplishing an objective, and 
the human resource plan should identify the numbers, 
and types of people needed and the timing in order to 
accomplish the plan. 
(3.2B) Money 
After the manpower analysis has been completed, the 
administrator should examine the budget and the monetary 
constraints placed upon the administration by higher 
authority. First of all, the administrator will probably 
have to choose among competing programs (Cost-Benefit 
Analysis). Budget constraints may dictate that certain 
plans and programs, developed in the research analysis, 
be abandoned or at least postponed for a certain period 
of time. Thus, the process of elimination begins. 
Second, the administrator will probably want to determine 
which programs should be pursued and how much should be 
spent on each program adopted, again keeping budget 
constraints in mind. Finally, of the programs remaining, 
the administrator should determine just exactly what the 
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optimal marketing mix will be so as to comply with and 
enforce the organization s mission statement, while at 
the same time satisfying marketing objectives as 
determined by market research. Often, a decision will 
have to be made on how much to spend on several needed 
programs. In this situation a detailed cost-benefit 
analysis on each program is strongly suggested. The 
decision made may be the wrong one, but at least it will 
fall into the realm of scientific decision making. The 
administrator may choose one of the programs or allocate 
funds to two or several programs in which each may be 
operated at a smaller level then planned. All 
institutions make budgetary decisions that affect the 
future direction of the institution. Some do this more 
consciously and systematically than others, but all do 
it. There is, therefore, a necessary and inevitable 
interrelationship between planning and budgeting 
processes. 
The essential purposes of budgeting are to 
distribute resources, translate plans into action and 
foster accountability. The budget is also the formal 
mechanism through which plans become undertakings. 
However, planning, when constrained by dollar limits too 
early in the decision process, tends to become a rather 
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lifeless exercise. Given the tendency for such human 
behavior and reaction, program planninq should not be 
constrained too early by specific dollar amounts because 
good ideas occasionally can attract previously unknown 
resources. 
This is not to say, however, that any significant 
amount of planning should occur without at least some 
vague notion of resource limitations. There are certain 
types of planning activities that require only a modest 
restraint from the budgeting perspective. For instance, 
planning that involves evaluating a potential shift in an 
institution's mission, role, and scope may be profitable 
when the institution is willing to change those variables 
under its control (such as its curriculum or staff 
assignments) sufficiently to allow it to enter new 
markets (Orwig & Caruthers, 1980). Many community 
colleges regularly conduct community needs assessment 
surveys to determine what opportunities exist for further 
service long before they worry about the source of the 
necessary funds. Again, when demonstrated needs exceed 
the supply of funds, priorities must be established. This 
is the most difficult budgeting task of any organizational 
level. As Wildavsky (1974) observes, this 
characteristic of budgeting makes it more than a fiscal 
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exercise. Through setting priorities, the budget planner 
may modify the impacts of the institution and alter basic 
institutional purposes. 
The institutional researcher (or whoever else may 
be in charge of research analysis) will probably work 
very closely in the future with both academmic and 
financial planning staffs. As institutions of higher 
learning increasingly need to find ways to reallocate 
resources, the research function will likely focus on 
providing analytical support to program evaluation. 
This will occur in several ways: assessing the 
enrollment and market potential of existing and proposed 
new programs, developing ways to evaluate the comparative 
contribution of different programs to institutional 
goals, and assessing the revenue and programmatic 
implications of possible new directions for the 
institution. 
(3.2C) Facilities 
During the next several years some dormitories and 
classroom facilities may be underutilized. Institutional 
planning officials will probably have to weigh available 
options carefully as they try to minimize physical plant 
overhead, bearing in mind that the numbers of total 
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college age youth will begin to rise again by the mid- 
1990 's. Some colleges that overbuilt in the 1960 's may 
have to dispose of a few of their facilities. Others, 
unable to withstand financial pressures exacerbated by 
population declines, may have to close entirely. Still 
others (those that planned carefully) may have to build 
or renovate facilities to carry the burden of an 
increasing target market seeking out what the institution 
has to offer. Either way, short term responses to 
demographic trends may be more suitable than long term 
policy changes that drastically alter the nature of the 
institution. 
As implied earlier, any complete plan should 
provide a comprehensive financial description of the 
institution's future through financial forecasts. If 
funding devoted to specific projects and areas is 
represented properly, the plan should offer a good 
perspective on the organization s priorities and goals. 
For instance, an institution could outline how it plans 
to use 30 percent of the resources derived from a 
particular development or recruiting effort, or long or 
short term borrowing, to renovate its chemistry 
laboratories. The goal: to enroll more premed and 
medical students in its programs. Specific questions 
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may be asked and answered before moving on. Questions 
such as: Do we have the physical space to pursue this 
strategy (such as expansion of the premed program)? If 
not, how do we satisfy our space requirements? If we 
have excess space in one other program, can we renovate 
to accommodate students in another? If we have excess 
space, what do we do with it three years from now? Do 
we renovate now, sell, or lease? Do we build new 
dormitories to accommodate possible increases in 
enrollment? Every institution should think through how 
it will make its product available and accessible to its 
target customers. This is a key decision area in the 
marketing mix. Additionally, institutions might want to 
make decisions on the "look" of their facilities, because 
the appearance can affect customers ' attitudes and 
behavior. Consider for example how Carlton College in 
Northfield, Minnesota learned that potential students 
thought that the library was too small based on a picture 
of the structure in the college catalog. The picture, 
as taken, made the facility look like a single floor 
structure, whereas in reality it was a two floor 
structure. The picture was taken again from another 
angle to show its true size, and subsequently still 
another floor was added (Incrassia, 1981). 
159 
(3.3) Enrollment Analysis 
The third step in the enrollment marketing plan is 
a thorough enrollment analysis. Every institution needs 
to attract people, so the first task is to convert 
nonattenders into attenders. This can be accomplished 
using a single four step model such as the following 
(Kotler, 1982): 
CONTACT—> CULTIVATION/EDUCATION—> INVOLVEMENT—> COMMITMENT 
The first stage is contact in which either the 
institution's representative makes an appointment to see 
or talk to a prospect, or the prospect makes an 
appointment to either see or talk with the institution's 
representative. The medium could be a college fair, a 
campus visit or a tear sheet from an advertisement, among 
others. The second stage is cultivation/education, in 
which the institution mails interesting things about its 
activities in the hope of increasing prospect interest. 
The third stage is called involvement. In this stage, 
the representative asks the prospect to join the 
institution and get involved. The fourth stage is 
commitment, in which the prospect now becomes an 
attender. 
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(3.3A) Admissions 
No one has all the answers on how to develop a 
completely effective student recruitment plan. However, 
admissions officers may make more headway if they tailor 
their approach to the various stages of a prospect's 
interest, from first inquiry (contact) to the day when 
the prospect enrolls at the institution (commitment). 
Recruitment usually follows a fairly predictable 
pattern. A prospect will see recruitment literature or 
hear about an institution from a friend or relative, and 
then requests more information from the particular 
institution. The institution responds, the prospect 
applies, is accepted, and enrolls. 
The recruitment-admissions effort can be improved 
if an institution's needs can be determined first so that 
the admissions officer knows how much emphasis to place 
on each step. As an example, if an institution wishes to 
increase its enrollment it will probably want to replace 
and upgrade its first contact piece. This should 
generate more prospects. Another institution may have 
sufficient prospects but may wish to upgrade the quality 
of matriculating students, so that institution might want 
to emphasize some steps closer to the actual admission 
And still another institution may wish to stage. 
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increase its yield, so that once they have applied and 
been accepted, the institution would strive to make sure 
that the prospect matriculates. Once the institution 
has determined where to place its emphasis, it must 
determine what is needed at each stage in the way of 
literature, phone calls, campus visits, and so forth, 
the institution probably should lead the prospect from 
one step of the recruitment process to another. In other 
words, determine specific recruitment techniques that 
will increase inquiries, increase the number of 
applicants and strengthen their commitment, and increase 
the number of enrollments: 
To Increase Inquiries: 
*Consider developing a prospectus highlighting 
major strengths of the institution. Usually this is the 
first contact between the prospect and the institution so 
it should reflect the distinctiveness of the institution. 
We continually see the low profile of some institutions 
when their publications are released. Some might say 
that contemporary brochures using several color 
combinations may make an institution look desperate. 
However, if done in a quality manner, with the best 
interests of the prospect uppermost, the prospect s 
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reaction should be a positive reaction and should 
present the institution as one which really cares. 
The prospectus should reflect the distinctiveness of 
the particular institution. 
*Pick the target markets that the prospectus will 
be sent to. This audience could be prospective students, 
parents, high school counselors, transfer students, 
veterans, church groups, the general public, or some 
combination of these groups. 
*Encourage alumni to supply names of prospective 
students. 
*Use magazine advertisements, including a coupon 
to be filled out by the prospects and mailed to the 
admissions office. 
♦Institutions should work together to improve the 
articulation between two and four year institutions so 
that the problems now frequently encountered by transfer 
students, such as having to enroll for a fifth year or 
foging ineligible for institutionally based student aid, 
are eliminated. 
♦Consider building a traveling exhibit, which 
should make it possible to take professors and materials 
from various departments right to a specific high school 
or college fair. 
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*Finally, in attracting and recruiting students, 
institutions may wish to pay close attention to such 
characteristics as the current male-female and 
white-nonwhite ratios in order to determine whether 
institutional recruitment and curriculum policies 
should be changed to reflect the changing pool of 
potential applicants. 
To Strengthen Commitment: 
*Consider publishing special brochures. If the 
institution has an outstanding faculty, it may wish to 
emphasize this in a special brochure. The same could 
be done showing the typical life of a student at the 
institution. Others could describe dormitory life, 
counseling, career development opportunities, and 
athletic programs. 
*Prepare an audio-visual presentation. Impact. 
You can increase the effectiveness of your message. 
Accuracy. You can present both the sounds and the 
sights of the institution to someone who has not seen it. 
Entertainment. You can hold the attention of an 
audience by making the message more interesting and fun 
to receive. A visual presentation could be a slide show, 
video tape, film strip or a movie. 
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*Consider usinq phones. It may be advisable to 
install WATTS lines so that prospects can call the 
institution with their admissions questions. This could 
also be used to ask about the status of a particular 
application or simply to ask about academic policies. 
This service could be highlighted in the initial 
prospectus and would give the admissions officer another 
opportunity to talk with the prospects. The lines may 
also prove valuable for high school guidance counselors 
who might call in the middle of a conference to ask 
questions or to have a prospective student talk with an 
admissions officer directly. 
♦Consider developing a transfer prospectus. This 
brochure should focus on program compatibility and on 
career and graduate school possibilities. This 
prospectus might build on materials already available. 
To Increase Enrolled Students: 
♦Consider developing program planning guides. 
These publications appeal to candidates interested in a 
particular area such as business administration, natural 
sciences, journalism, and so forth. The guides can 
describe requirements, career possibilities, and so on. 
♦Consider establishing a center for prospective 
students. This facility for prospective student visitors 
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could make use of available recruitment literature and 
audio-visual programs. Student or alumni volunteers 
could run the program under the guidance of the 
admissions office. 
*Encourage department chairpersons to contact 
prospective students. A potential applicant might be 
impressed by a letter from the head of the academic area 
that the prospect is interested in. 
*Consider planning special events when and where 
feasible. These activities may bring prospective 
students to the campus for intellectual, social, and 
cultural events. It is another opportunity for the 
admissions officer to talk to the prospect and brings 
the prospect one step closer to enrollment. 
These suggestions may serve as a springboard for 
further thinking about ways to improve an institution's 
efforts to increase inquiries, strengthen the commitment 
after the initial inquiry, and finally to increase the 
yield of enrolled students. The time seems right for 
institutions to take the lead and develop a logical step 
by step admissions process that is not only in tune with 
the times, but one that is unique enough, and personal 
enough, to establish the institution as beinq special in 
the mind of the prospect. 
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(3.3B) Department Contact 
Faculty should understand that they are critical to 
any successful marketing program. The satisfied student 
is a key to long range successful marketing and faculty 
members have a great effect upon achieving this goal. 
Faculty members should be allies in the response and 
serve function, but this usually happens only if they 
understand the marketing program and see that it is in 
their best interest. The faculty is the "sales force" of 
the institution in the sense that it is the consumer-user 
contact group determining, in large part, image and 
reputation. 
With regard to the concept of involvement, 
admissions operations at many institutions have either 
excluded faculty from being a part of the recruitment 
effort or they have lacked the know-how to get people 
involved. It would seem to be important to a successful 
marketing program to have as many faculty involved in 
the student recruitment effort as wish to be. Once the 
prospect pool has been defined the faculty could play a 
significant role in assisting the admissions staff in 
conducting special on-campus and off-campus programs. 
The most effective on-campus programs appear to be 
those of the supermarket variety where candidates (and 
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their parents if appropriate) are able to visit with 
faculty representing various disciplines in a 
concentrated period of time. (This could be a Sunday 
afternoon open-house type of event.) The most effective 
off-campus proqrams appear to be those where faculty are 
invited to speak to prospective students and their 
parents, either in a qroup or individually. These 
sessions could be arranged not only at locations close 
to the institution, but out of state as well. If a 
faculty member is at a conference, involved in research 
that requires occasional travel, or is presenting a 
paper, it may be possible for that faculty member to 
speak with prospects either in a group or individually. 
The more that faculty is involved under the proper 
circumstances, the better prospective students understand 
the kind of experience they are likely to have. 
In most institutions faculty develop programs, 
establish articulation agreements with feeder 
institutions, publicize departmental programs, and 
provide the quality teachinq and advising required to 
attract students, reduce attrition and develop loyal 
alumni. It would seem that faculty have the two-fold 
responsibility of creating the curricula to meet the 
needs of students and society, and second to be good 
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salespeople in their contacts with potential student 
customers. Prospects who spend time with faculty, 
both on and off campus, formulate an impression, 
either positive or negative, and communicate that to 
high school counselors, friends, and others. It would 
seem to be reasonable, sensible, and opportunistic to 
involve faculty heavily in the overall enrollment 
program. 
(3.3C) Alumni Contact 
An important component of the institution's 
marketing plan should be alumni loyalty development. 
There is nothing about the status of alumni that 
guarantees that they will be strong backers of the 
institution. Institutions that achieve strong alumni 
support are fortunate indeed; they raise some money, 
recruit better students, and enjoy many other benefits. 
Generally speaking, the main steps to building 
and maintaining loyal alumni are analyzing the current 
level of alumni loyalty, setting objectives for the 
alumni program, developing a core strategy and budget for 
building alumni loyalty, and carrying out marketing 
programs of direct mail, alumni magazines and newspapers, 
on-campus alumni programs, off-campus alumni programs, 
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and publicity programs. Alumni are usually eager to feel 
that they are worthwhile members of a worthwhile 
organization, and some institutions should give more 
thought to cultivating their interest. 
Alumni have traditionally been good recruiters of 
students but until recently it was not necessary to 
direct time or money toward mobilizing this resource. 
The use of alumni in the recruitment effort is not 
exactly a revolutionary idea. Institutions of higher 
learning have had strong alumni ties and networks for 
years, mostly for fund raising purposes. Young alumni 
especially, though often unable to donate much money, 
will talk to prospective freshmen about their college 
choice. Alumni can be trained and organized as alumni 
admissions advisers as admissions officers realize that 
it is important to utilize all available resources to 
support the marketing effort in as complete a manner as 
possible. The overall effect may be that an additional 
strong marketing force can be developed and educated. 
To provide direction to an alumni admissions 
program, administrators should first clearly delineate 
the objectives that they wish to accomplish with the 
program. These objectives could be as follows: 
1. To increase the pool of inquiries and 
170 
applications. 
2. To provide a local contact for prospective 
students who indicate an interest in the 
institution. 
3. To increase alumni awareness of their potential 
to attract students to the institution. 
4. To help applicants to the institution 
matriculate. 
5. To identify more talented prospective students. 
Many who have dealt with the admissions office have 
learned that alumni assistance can be either a great help 
or a great headache. The need for remaining cognizant of 
the opinions of more recent as well as older alumni can 
be summarized as follows: 
*As parents, alumni can give direction to their 
own children in the selection of an institution of higher 
learning. Unhappy alumni are not very likely to 
recommend their former institution. If problems exist, 
they should be pinpointed and alleviated. Also, alumni 
are a potential source of students themselves, as 
graduate students or in the continuing and adult 
education sphere. 
*As partisans of the institution, alumni can 
demonstrate their support by votes, financial 
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contributions, and assistance with employment, 
internships, and career choices of present students. 
Unhappy alumni can vote negatively with ballots as well 
as with donations. Therefore, their opinions are 
critical to the survival and development of an 
institution. 
*As people who come in contact with alumni of 
other institutions, alumni are in a good position to 
compare the quality of their education with competing 
alumni in the marketplace and to make evaluations. 
Such information may be useful in program modification 
and in adapting the institution's curriculum to external 
needs. 
Initially, the administrator might consider laying 
the groundwork for an alumni recruitment effort and then 
designating alumni involvement in student recruitment as a 
top priority. Once the objectives of the program have 
been mapped out and clearly identified, the administration 
must determine just what the alumni program should do and 
how. The following is suggested: 
1. Encourage alumni to identify themselves as 
graduates. Remind alumni to include their 
affiliation with the institution in their 
dossiers, press releases, and social and 
business conversations. Alumni should receive 
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these reminders in publications, at 
gatherings, and in personal contacts. 
2. Encourage alumni to actively search for 
potential students. Discuss every conceivable 
source for finding capable students with alumni 
and encourage them to contact students from 
their area who have indicated an interest in the 
institution. 
3. Encourage alumni to familiarize associates in 
secondary education with the institution. Also, 
try to encourage alumni who teach in secondary 
education to become involved in the program. 
4. Organize informational meetings for prospective 
students and their parents in alumni homes. 
Many students may bring friends. 
5. Use a network of alumni throughout the United 
States to make follow-up calls with admitted 
students. A format for the telephone 
conversation could easily be made up and the 
institution could provide stamped, addressed 
cards for feedback on the students ' reaction 
to the call. This should help in the effort 
to make a prospect an attender. 
It should be noted that it could be more harmful to 
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spread misinformation about the institution than to 
provide no information. in order to avoid this problem, 
traininq sessions might be held when and where possible. 
Where training is not possible, a special admissions 
handbook might be developed as a resource of current 
information. Training the admissions advisor is only the 
first step in developing alumni who can contribute to the 
admissions effort. Keeping them aware of new programs 
and changes is also vital. An annual alumni seminar 
conducted in various parts of the country is an excellent 
method to motivate and encourage advisors. 
(3.3D) Financial Aid 
Officials of American colleges and universities 
rank the availability of financial aid to students 
second, after increased student recruiting activity, as 
the most frequent cause of enrollment increases in 
institutions of higher education (Stadtman, 1980). 
Student aid is important enough to the overwhelming 
majority of institutions of higher learning that they 
set aside some of their unrestricted revenues to provide 
scholarships or fee waivers to their needier students. 
Private institutions are particularly likely to pursue 
this policy (Stadtman, 1980). Financial aid plays a 
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major part in institutional marketing. It includes the 
granting of scholarships, grants, loans, assistantships, 
and fellowships. The availability of financial aid 
affects the prospects buying process, therefore it should 
be given a special place in the marketing process. 
Financial aid can be advertised and marketed. 
Spiraling tuition costs concern not only students 
(and their parents), but administrators as well. 
Administrators, eager to increase their institution's 
share of a tightening student pool, are focusing greater 
attention on financial aid within their overall marketing 
plan. As previously noted, no one area outside of the 
admissions office is being scrutinized more carefully 
than the financial aid program as a potential solution 
for enrollment stabilization. 
The main objective of a financial aid office is to 
assist new and continuing students who lack the resources 
to attend the institution. Through the utilization of 
various needs assessment documents, the financial aid 
office selects the students who qualify for any one of 
> 
need-based programs available. As institutions 
of higher learning across the country vie for the 
diminishing population of traditional college age 
students, financial aid has moved to the forefront as an 
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admissions tool for attracting desirable young people. 
The increasing use of innovative funding methods from 
tuition remission to no-need based scholarships are 
proliferating. The proverbial carrot is turning into a 
blank check however, as competition for academically 
proficient students grows with each new class. Gimmicks 
abound, and attempts to buy students is becoming 
commonplace. As federal need-based financial 
assistance continues to deteriorate, many institutions 
are pumpinq more of their own monies into the system in 
order to fill classroom and dormitory space. Colleges 
with substantial endowments are directing more of their 
proceeds toward their admissions office. 
At the prospect stage, the consideration of 
financial aid is not primary in students' choices, 
according to research by both Richard R. Spies (1973) and 
David Mundel (1974). At this early stage in the decision 
process, students are primarily concerned with such 
attributes of an institution as its curricular offerings, 
the quality of its student body, its size, location, and 
other factors. Prospective students seek those 
institutions that best seem to fit their individual 
academic desires, talents, and social goals. 
At the applicant stage, however, after students 
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have searched for institutions of like attributes, they 
are less likely to apply to those institutions that are 
siqnificantly more expensive then the others, all other 
attributes beinq equal. The cost gap between public and 
private institutions causes great concern within the 
private sector here, since many may be rejecting private 
institutions at this stage on the basis of cost alone. 
Finally, at the matriculant staqe, financial aid 
may become extremely important at the point of the actual 
enrollment decision. At this time, the availability of 
financial aid is often the most important factor 
affecting the buying process by the prospect. 
Initially, the effect of financial aid on 
enrollment might suqgest that the financial aid office 
and the admissions office be combined and operate under 
the direction of one individual who has an appreciation 
for both areas and who does not subject one to the 
service of the other. A proper consolidation of these 
offices might ensure better and more accurate 
communication with prospective students. Together, these 
two major offices may begin to understand and strengthen 
a student's ability to effectively deal with an 
institution's price to the consumer. Further, a major 
commitment of the institution in the future should 
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probably be to continue in the realm of need-based 
qrants. To remain competitive in an area with shared 
common applicants, an institution must have the ability 
to attract the good student who does not have available 
the necessary resources to attend. 
It would seem that institutions of higher learninq 
do not need to enlist a series of schemes or qimmicks, 
within the realm of financial aid, to attract and retain 
academically proficient students. Beyond the federal and 
state proqrams, the following recommendations might be 
considered: 
1. Presidential Scholarship Program. This program 
might involve ten, fifteen, twenty or more 
$1,000 scholarships. 
2. Institutional Discretionary Fund. Under this 
program, a specific amount of money is 
designated as a no-need award. The admissions 
office will identify specific applicants who 
warrant monetary award consideration because 
of special circumstances. These circumstances 
would include but not be limited to the 
following : 
A. Applicants from geographical locations from 
which the institution has not drawn from in 
the past. 
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B. Applicants from various high schools that 
the institution has not attracted from in 
prior years. 
C. Students who have displayed exceptional 
leadership abilities during their high 
school years. 
3. Need-Based Institutional Grants. The erosion 
in the federal programs since 1980 has been 
determined to be approximately 20 percent in 
real dollars. Preliminary indications for 
reauthorization of these programs for the 
1985-86 year and beyond shows further 
deterioration with only possible slight 
increases in the self-help areas, loans and 
work opportunities. Because of anticipated 
shortfalls in federal student assistance 
programs, institutions might consider diverting 
a more meaningful portion of their annual 
tuition increases into need-based grants. In 
order to compete effectively with other 
institutions, administrators must be able to 
offer more attractive aid packages which 
include a higher percentage of grant dollars. 
Although the price tag will be high to 
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increase the institutional commitment to 
need-based qrants, the option of losing needy 
students to the competition might make the 
option viable. 
4. Additional Part-time on Campus Employment. It 
would seem feasible that students could take 
over some of the nonacademic functions of the 
institution through additional part-time work, 
including maintenance, buildings and grounds, 
clerical work, food service, student bookstore, 
and others. 
Finally, any discussion of financial services for 
all students and of enrollment costs within a marketing 
context is directly related to the perceived value of 
higher education by the potential customer. Background, 
values, or lifestyle may preclude spending significant 
sums of money for an education. However, financial aid 
administrators are a part of the enrollment process and 
should concern themselves with these areas in order to 
develop a meaningful approach to financial assistance and 
to create the desired consumer response. 
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(3.3E) Orientation 
A good start is important, so the orientation 
program should take on an especially important role. 
Orientation is an important time to deal with common 
problems and services that are available to students, 
along with being an ideal time to supply career 
information and data on past graduates to both students 
and parents. Parents, when applicable, should be 
informed about the typical pressures and concerns that 
lead to student anxiety and failure, and indicate the 
existence of resources that might help parents and 
students make more informed decisions if the need 
arises. It is also an ideal time to eliminate or at 
least reduce any feelings of cognitive dissonance that 
the parents or students may harbor. The orientation 
committee should also be working toward integrating 
orientation programs with academic advising and 
departmental visits. The old premise that orientation 
is just a day on campus is being discarded. In its 
place is the much broader view of orientation as being 
an ongoing service of events involving academic, student, 
and administrative affairs. 
As a start, it is suggested that student 
orientation leaders be selected. These students ideally 
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will be upperclassmen, people oriented, and know the 
campus and institution policy well. They should 
undergo several hours of traininq and be able to answer 
all but the most difficult of questions that the student 
or parent might ask. They should be paid for their time 
and report out of the office of student activities in 
most cases. It is also suggested that two complete, two 
day sessions be conducted; one in June or July and the 
other on a weekend, a week or two prior to the beginning 
of the fall semester. An additional session might be 
held in January, for students entering the institution 
as freshmen and for transfer students. 
Some areas of interest that the administrator 
contemplating an expanded orientation program might want 
to consider could be as follows: 
1. Welcome and Slide Show 
This might be a one hour event conducted by the 
orientation staff in conjunction with a high ranking, 
highly visible administrator. (The president, 
vice president for student affairs, or vice president 
for academic affairs, for example.) The slide show might 
highlight major events of the previous academic year and 
should further reduce potential cognitive dissonance on 
the part of the parents and students. 
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2. Small Group Sessions and a Tour of the Campus 
Here, students and their parents would proceed to 
an area, designated in an orientation packet that each 
student would receive, where they would be greeted by an 
orientation leader who would answer questions and then 
conduct a tour of the campus. 
3. Sessions on Individual Majors (or specific areas of 
interest) 
This would give the participants a chance to meet 
members of the faculty in the various academic 
disciplines. Additional questions might be asked, course 
schedules briefly discussed, additional acquaintances 
made, and so forth. 
4. A Session on How to Succeed Academically 
These sessions might be presented by students, 
faculty and staff on how new students can best meet their 
individual academic goals through effective study habits, 
test taking and note taking. It might include a session 
on time management where it could be stressed that 
students must learn to manage their time to accomplish 
what they want and need to do. It might also touch on 
the subject of academic advising, whereby students can 
meet academic advisors and hear basic data about degree 
requirements, course selections, and grade assignment. 
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5. A Session on Career Services 
Here, students would be exposed to the thought 
that they should start planninq for their future. An 
introduction to the career services office (if the 
institution has one) and an explanation of effective 
career planning for today's (and tomorrow's) competitive 
job market miqht be in order. 
6. A Session on Work Opportunities 
An overview of part-time employment opportunities 
at the institution and in the surrounding community might 
be given to students and parents. The areas of reqular 
student employment, work-study, volunteerism, and 
financial aid might be addressed. 
7. A Brief Choice of Sessions, Such as the Following: 
*Resident Students. A brief introduction to livinq 
on campus. 
*Off-Campus Students. A brief discussion about 
living off-campus with students who have chosen 
that style of living. 
*Commutinq Students. A brief discussion about 
living at home while attending college. 
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8. An Additional Choice of Sessions, Such as the 
Following: 
♦Athletics (varsity and intramural). A discussion 
of the various men's and women's varsity and 
intramural sports at the institution. In 
addition, students might meet coaches and tour 
athletic facilities if they have not already done 
so. 
♦Budgeting Your Money. This will give the 
participants a chance, with the help of the 
orientation leaders, to determine how much 
spending money is needed to live comfortably at 
the institution. 
♦New Friends. This session might stress the fact 
that the old gang has been left at home (in some 
cases but not all) and it's time to go about the 
business of forming new friendships. This program 
might look at first impressions, stereotypes, and 
communication in a way that allows the entire 
group to participate. 
9. A Final Session on Campus Awareness in General Is 
Suggested 
Here, information on the special services and 
events at the institution which round out the academic, 
social, and personal environment might be discussed. 
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In summary, it is suggested that a good orientation 
program gets the incoming student off to a good start. 
The participants meet new friends, share anxieties, 
become acquainted with rules, regulations, and 
procedures, and start a bond that hopefully will last 
two, three, or four years depending on the time frame of 
^ particular program or the nature of the particular 
institution attended. By involving parents where 
practical and possible, they too miqht better understand 
what their son or daughter will encounter in the months 
and years ahead. 
(3.4) Retention Analysis 
Student retention is an issue of great concern to 
institutions of higher learninq. Dropout rates vary 
substantially by type of institution, and throughout the 
higher education community there is a newly awakened 
interest in student attrition. A 1981 national 
enrollment survey of college admissions directors 
revealed that attrition rates for freshmen are highest 
at public community colleqes and lowest at private 
institutions. Public four-year institutions also have 
high attrition rates for freshmen. Overall, only 20 
percent of the admissions directors reported a freshmen 
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attrition rate of under 15 percent. Thirty-eight percent 
reported freshmen attrition rates of between 16 and 25 
percent, and 42 percent lose more than one-quarter of 
their freshmen classes (Baldridge, Victor & Green, 1982). 
A satisfied customer who returns is an important 
component of most marketing plans. Returning students 
comprise most of the enrollment for most institutions of 
higher learning, so student return rates measure an 
important aspect of student retention. 
(3.4A) Early Warning and Follow-Up 
The dropout decision is usually not impulsive; 
generally, it is the product of much thought over an 
extended period of time. Initial dropout discussions are 
probably with friends, then parents, and finally with 
faculty or other personnel. It would seem that more 
involvement by institution personnel and the more the 
student believes that the personnel there are concerned, 
the more likely that attrition will decline. In a study 
of more than 1,000 dropouts from 13 institutions (Cope & 
Hannah, 1975) it was reported that in almost half the 
dropouts, the institution knew nothing about the decision 
until after it happened, knew nothing about where the 
students were going or what they were planning to do, and 
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for the other half the information was very often 
incorrect. The idea is simple enough: if institutions 
can retain more students once they are admitted, their 
enrollment will hold steady or decrease at a slower pace. 
It is no easy task, however, to understand all of the 
variables involved in retention; and it is even more 
difficult to influence retention rates, which may be 
affected by numerous conditions and circumstances beyond 
institutional control. 
Most literature on retention advise us about what 
to do after the fact. Start training programs, appoint a 
committee or task force, determine the actual dropout 
rate, determine local factors contributing to attrition 
and retention, and so forth. It is recommended here that 
administrators start with an early alert system that 
would involve faculty, peers, and administrators. 
Participants might be trained to become aware of those 
who don't talk, and those who show signs of hostility, 
withdrawal and anxiety, especially in the first several 
weeks of class. Those who do poorly on the first 
examination or paper might also be fingered for a 
discussion. Those involved should be trained to go out 
of their way to support such students. The importance 
of attrition should be stressed to faculty and staff 
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through in-service training and workshops, and by making 
retention an institutional priority. Further, it is 
suggested that an exit interview be conducted, even if 
only to increase the probability of re-enrollment. If an 
exit interview is impossible, a tailored study in the 
form of a structured questionnaire could be mailed to the 
student. In addition to finding out why each student is 
leaving (left) and what the student will be (is now) 
doing, it is important to ascertain the student's 
experiences since enterinq the institution, including 
academic and career progress, residence, work status, 
and financial aid. Further, it is suggested that one 
particular person be responsible for coordinating the 
retention program with special emphasis on early warning 
and follow-up. This person should probably report to 
the president or academic vice-president. Finally, it 
should again be stressed that special attention from 
faculty, especially, is important in early warning and 
follow-up. Students showing low performance at mid-term, 
those placed on probation, and those who take excessive 
absences might be interviewed with the hope that a 
problem or potential problem can be identified and solved 
so that the student does not become a dropout. 
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(3.4B) Counseling and Advising 
Institutions of higher learning can do something 
about increasing retention rates, and many of them are 
actively trying to do so. Improved advising, counseling, 
and closely monitoring student progress are changes being 
made by astute institutions that are concerned about, and 
committed to, increasing retention rates. The best 
retention program may not really be a specific retention 
program: it may be an effort to upgrade the level of 
educational service, in its broadest sense, that is 
provided for the benefit of the students. Clearly, 
counseling and advising would be two important elements 
considered under the broad title of educational service. 
The typical undergraduate is subject to many strong 
forces. Many of these students are away from home for 
the first time, and there is a need to be accepted. 
There are needs to conform, to obtain adult approval, to 
find adult models, to develop a sense of responsibility, 
and to learn how to balance short-term and long-term 
benefits and costs. There are fears of measuring up and 
of loss of freedom, and for many, there are also 
financial concerns. At this time of conflicting forces 
and maximum energy, most institutions put students into 
large classrooms and ask them to sit still in order to 
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acquire skills that will be useful later in life. When 
there is a strong conflict between the student and the 
environment, some may drop out. A strong counseling and 
advisinq program is advised. 
The professional staff counselor should have a 
thorough knowledge of the resources and services of the 
institution, must be able to assess student needs 
accurately, and must be able to match student needs and 
institutional services. The professional counselor must 
be easily accessible to the student, and the advisory 
relationship is best when there is reasonable continuity. 
Since depression is often associated with the act of 
dropping out (Beck & Young, 1978) there is a need to 
deal with it by means of identifying and working on 
irrational thoughts and fears; developing better 
decision-making procedures, study habits, and time 
schedules; and intervening with faculty when necessary 
to arrange for makeup exams or to extend deadlines. 
It is suggested that the administrator identify and 
institute the 12 organizational elements for a successful 
counseling and advisory program as previously suggested 
by Crocket (1978). 
1. A strong commitment on the part of the 
institution toward the counseling and advising 
function. 
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2. A well-articulated institutional policy of who 
does what, where, when and how. 
3. Institutional recognition and reward for good 
advising and its consideration in promotion and 
tenure decisions. 
4. Careful selection of advisors and counselors. 
5. In-service, continued training of advisors and 
counselors. 
6. Preparation of an advising handbook, containing 
up-to-date information about the institution. 
7. An advising folder for each student, containing 
all pertinent information. 
8. Institutional outreach to students. 
9. Advisors and counselors not having more than a 
reasonable student load. 
10. A good referral system to campus resources and 
services. 
11. Accessibility of advisors and counselors. 
12. Evaluation of the advising system by students. 
It is further suggested that the institution, where 
feasible, establish a professional counseling service 
office, that in addition to counseling and advising 
students, would help to train faculty and perhaps 
students for counseling. Training should include 
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counseling skills and techniques, role playing, and 
whatever other skills are deemed necessary. It is 
further suggested that institutional advising programs be 
well publicized to students, faculty, and parents. 
(3.4C) Tutoring 
The word "tutor" is derived from the Latin verb 
"tueri" which means to protect, guard, or care for. 
While tutors should not necessarily be protectors of 
students, they certainly should be well trained and 
caring people if a tutoring program is to play an 
important role in the overall retention program. An 
emphasis on learning skills could constitute a major 
thrust in the application of retention analysis. 
Programs offered through a learning center could include 
academic counseling, development of study skills, access 
to programmed learning materials, a reading lab, tutoring 
by student peer counselors, group meetings with peers and 
class instructors, and the availability of a comfortable 
study area. 
Initially, it is suggested that tutor workshops be 
held to cover questions most commonly asked by tutors and 
to sensitize tutors to some of the problems faced by the 
student in need of tutorial sessions. Workshops might be 
held covering the following areas: 
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1. Responsibilities of Tutors 
In this session, much of the paper work involved 
with tutoring might be discussed, along with session 
scheduling, student selection, where tutor responsibility 
ends, and other topics deemed necesssary to raise the 
enthusiasm of the tutors and to get the program off to a 
good start. 
2. Helping Students Develop Study Skills 
Many of the problems encountered during the early 
stage of a student's academic experience stem from their 
inability to fully adjust to college life. In this 
session tutors learn methods of helping students study, 
note taking skills, and class preparation. 
3. The Ability to Communicate 
One of the most important qualities of being a 
good tutor is the ability to listen. Techniques for this 
process could be suggested in such a workshop. 
4. Diagnosing Student Problems 
Although a student in need of help may believe that 
they have a problem with a specific area, often times the 
root of the problem may be elsewhere. During the 
workshop tutors could be trained to look for ways of 
identifying these roots so that the true problem can be 
addressed by someone more fully trained in the problem 
area. 
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5. Methods of Tutoring 
This workshop may overview various teaching methods 
along with developing skills to initiate and develop 
student involvement. 
6. Working with Faculty 
A tutoring program not only benefits students; it 
also is designed to help faculty members. As such, 
tutors should be made aware of and consider their role in 
relation to that of the course instructor. 
7. The Relationship of Stress to Academic Performance 
Some tutors, unless trained, may overlook the fact 
that students are often dealing with high levels of 
anxiety and stress, caused by personal issues, lifestyles 
or specific courses. This workshop may develop an 
awareness of stress, give a tutor some theory on stress 
reduction, and alert them to known unworkable strategies 
used by students suffering from stresses of different 
kinds. The aim would be to help recognize symptoms of 
stress in order to be ready to make referrals when 
necessary. 
In addition to the workshops highlighted above, 
additional areas of training might include: 
1. Explanation 
Sometimes a student may be confused by the 
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explanation given by the professor to questions posed. 
Often, a different approach to explaining a concept will 
be what a student needs to comprehend the concept. 
2. Diagnosis 
It may be advisable to find out how and where the 
student is studying, in addition to examining other study 
habits that are poor or inappropriate. Perhaps ways may 
be suggested whereby the students could improve study 
habits to deal more effectively with the course. 
3. Verbalization 
Having the student talk about and discuss what they 
are learning may help the student to comprehend and 
retain the material better. 
4. Review 
Briefly reviewing recent assignments, quizzes, and 
tests may be useful in reinforcing knowledge and 
clarifying points of confusion. 
5. Enrichment 
Reviewing resources (articles, tests, and books) 
that are related to the course and present the material 
from a different viewpoint, may enhance the interest of 
the course for the student. 
After thorough training, time should be spent 
carefully tailoring the tutor-student match. It is 
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suggested that if a tutor agrees to work with a 
particular student, then a meeting should be arranged. 
After the initial meeting, both the tutor and the 
student should have the option of not working with the 
other. 
Finally, at the end of the semester, it is further 
suggested that an evaluation should occur. An instrument 
for evaluating the program may be submitted by both the 
tutor and the student (with additional input from the 
faculty member involved), and future changes made based 
on input received from these evaluations. 
(3.4D) Career Planning 
The commitment that an institution of higher 
learning has toward the student should go beyond 
providing a first-rate education. In order to be able 
to promise full value to a prospect, it is suggested that 
all institutions institute a career planning program. 
This program could guide the undecided student through 
a career exploration process with exposure to several 
career choices open to the student through course 
offerings, internships, workshops, speakers, and so 
forth, to finally placing the student in a challenging 
career position. A very plausible conclusion regarding 
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the present retention problem, is that students who do 
not have even tentative career plans are not motivated to 
do required course work well. The following plan is 
suggested: 
1. A career exploration conference, where possible 
and feasible, for high school, transfer, and even 
nontraditional prospects. This session could be held 
with the help of guidance counselors and others, and 
would give each prospective student an opportunity, based 
on his or her current interests, to explore career 
opportunities and training available at the particular 
institution of higher learning. 
2. A strong career planning commitment at the 
institution whereby advisors are trained on the 
importance of career planning for skills assessment and 
counseling techniques. In addition, a career library 
with complete, up-to-date career information should be 
maintained. 
3. An up-to-date curriculum development program 
along with an internship program whereby students would 
work with professionals who will be hiring graduates in a 
particular career field. 
4. Experiential learning through part-time and 
summer programs to further expose students to potential 
areas of interest. 
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5. An active speakers program whereby students may 
listen to and interact with professionals from an 
interested career field. 
6. A placement program upon graduation, utilizing 
on-campus interviews whereby potential employers may 
interview and interact with potential candidates in an 
environment familiar to the student. Resume writing 
instruction could be a natural offshoot of this phase of 
the program. 
7. Postgraduate programs whereby the institution 
might maintain an alumni career resource network. 
(3.5) Market Audit Analysis 
Plans are only useful if they are going to be 
implemented and monitored. The purpose of a market audit 
analysis is to measure the ongoing results of a plan 
against the plan's goals and to take corrective action 
when and where needed. The corrective action may be to 
change the goals, the plans, or the implementation in 
light of new circumstances. If marketing planning is to 
have an impact in institutions of higher learning, a 
strong audit and control system is suggested. 
Success is sometimes elusive but results are not. 
Results are inescapable, so it is important to measure 
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results, good or bad, and relate them to the variables 
used in a marketing plan. All response data have 
something to teach, and evaluation of results provides 
an objective basis for future strategies. A sound 
marketing plan should offer significant advantages to 
all concerned because it should deliver more appropriate 
information to a greater number of people in a more cost 
efficient manner than the old hit-or-miss methods. 
Rationally structured plans should help more institutions 
of higher learning to find the right students and 
facilitate the process whereby the right students will 
find the right institutions. 
(3.5A) Goal Setting 
Initially, it should be stated that goal setting 
should be a realistic process. To set goals that are 
unattainable is unrealistic, and in most cases, will doom 
one to failure. Along with this may come the biproducts 
of frustration, anxiety, low levels of motivation and 
morale, to name a few. Realistic goals should be set for 
each area within the plan, with changes readily made when 
it becomes obvious that the goals previously set are 
unreasonable (expectations that are either too high or 
too low). 
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Before administrators can plan programs and 
determine what action is to take place in each section of 
the marketing plan, they should know just what it is that 
they wish to accomplish. Goals control the size, shape, 
and design of an institution and help to motivate and 
direct its personnel. When a person knows why something 
should be done they are often willing to do it. Goals 
also provide the basis for the coordination of many 
separate activities. Goal setting constitutes the most 
fundamental standard by which the total organization is 
to be judged. When general goals are subdivided into 
subsystem goals, deadlines, targets, and quotas, the 
administrator should have a practical, tangible, and 
operating basis for control. 
Every institution, at its inception, is clear about 
its goals. However, as the institution grows and the 
external environment changes, administrators should 
formally review and reassess goals. Some institutions 
may find their goals clear but of diminishing 
appropriateness to the environment and resource 
situation. Other institutions may discover that their 
goals are no longer clear and that the institution is 
drifting. The primary purpose of developing a clear set 
of institutional goals is to keep the institution from 
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drifting into an uncertain future. It is suggested that 
a realistic assessment of the future environment be made, 
and further, that decisions be made about what the 
institution wants to accomplish in the coming planning 
period for each part of the marketing plan. Goals enable 
the institution to determine what it should be doing, to 
develop effective plans, to set objectives for 
individuals' performances, and to evaluate results. 
Without goals, anything the institution does or achieves 
may be considered acceptable; there is no standard for 
planning or control. 
(3.5B) Marketing Control 
A wide variety of techniques as well as judgement 
are often supplemented with sophisticated control systems 
to help administrators establish standards and provide 
the measuring instruments for judging performance. 
Control is simply the regulating of activities in 
accordance with the requirements of the marketing plan. 
The fundamental goal is to assure satisfactory 
accomplishment of the basic objectives of the 
institution. It therefore requires an awareness of 
actions that take place, the correlation of these 
actions with respect to each other and in relation to 
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the objective, and the removal of any obstacle to the 
attainment of goals. Theoretically, every processing 
activity and output within the plan can be measured, 
reported, and compared to predetermined goals. 
The administrator receiving the feedback of 
information acts in the manner of a servomechanism in 
correcting operations in accordance with programmed 
standards. As a behaviorist might emphasize, the 
administrator must not only be aware of outputs, but 
should also be concerned with proper maintenance of the 
processing organization, which is largely comprised of 
human beings. This requires collection and feedback of 
information concerning such human assets as morale, 
loyalty, cooperation, and creativity. 
Essentially, several techniques are available to an 
institution to utilize in the control function. It is 
recommended that the institution use a combination of 
three techniques. First, the organization can use 
individual judgement, relying on administrative judgement 
for the first line of control. Second, it may rely upon 
a whole series of procedures loosely tagged managerial 
techniques. These include but may not be limited to MBO 
(management by objectives) and PERT (program evaluation 
and review technique). Third, the institution can 
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develop sophisticated control systems. Again, it is 
suggested that the institution use a combination of 
these three methods. Each will briefly be looked at 
separately. 
The use of individual judgement. With standards 
available specifying desired results, the first logical 
phase of control after direction is overseeing the action 
that will follow, or assuring that appropriate action is 
taking place. Overseeing is accomplished largely by 
observation and by conferences between administrators 
themselves, and by interaction between administrators 
and subordinates. If it becomes obvious that some part 
of the plan will not achieve predetermined set goals, it 
is important that the administrator concerned with the 
particular function quickly ascertain why a particular 
part of a plan is not working. The greatest opportunity 
for the discovery and correction of undesired deviations 
takes place while the work is being performed. 
Otherwise, time may be lost and it may be too late to 
take corrective action so as to insure that the next 
phase of the plan is not adversely affected. Overseeing 
requires face-to-face contacts and personal observation 
as a method of obtaining information for control 
purposes. 
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The use of managerial techniques. The use of 
administrators may be supplemented by the development 
of specialized decision and control techniques. Two 
such techniques would be MBO (management by objectives) 
and PERT (program evaluation and review technique). 
Such techniques give detailed procedures for evaluating 
(so as to control) the results of implementation. 
With MBO, top administrators start the process by 
developing appropriate goals for the planning period. 
During the planning period, administrators receive 
reports that allow them to follow whether their 
subordinates are reaching their goals, and, if not, to 
take the necessary corrective actions. The purpose of 
plan control is to make sure during the course of the 
planning period that the institution is achieving the 
marketing objectives that it established in the 
marketing plan. Although there are a number of 
variations of the MBO procedure, most require that 
individuals work out specific statements of performance 
objectives (goals) and action plans in their area of 
expertise. Each of these objectives has a specific time 
period for its accomplishment. During that time period, 
performance is continually compared against objectives. 
A well-developed MBO system simply makes sure that action 
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plans and goals are clearly articulated and measured. 
Some form of subordinate participation in the process 
of goal setting and review is essential for the 
practical application and success of MBO. A specific 
program such as MBO sharpens the planning process and 
forces specific planning. Obstacles are foreseen and 
their circumvention or removal are planned. MBO sessions 
require administrators to pause, reflect on current 
priorities, and openly commit themselves and their 
subordinates to a possible new categorization of 
priorities. 
PERT is another suggested technique to develop 
effective means for performing the control function of 
the marketing plan. With PERT, timing is primary, and 
time is crucial in most marketing situations. In 
addition, it is suggested that by synchronizing 
activities, administrators may be able to utilize 
resources more fully. The control of when events occur 
is especially important in an interdependent venture, 
such as a complete marketing plan. As such, the 
administrator often needs a control device that focuses 
on the timing of each step necessary within the plan to 
arrive at an established goal. 
control, PERT starts with a plan of As with any 
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action. Assume that a goal is to enroll one hundred 
students for a pilot program for the next semester or 
academic year. Assume further that the administrator 
knows the details of the marketing plan that will be 
necessary to achieve the goal. The first phase of a PERT 
analysis is to note carefully each of the steps within 
the plan, the sequence in which they must be performed, 
and the approximate time required for each. This 
information is usually recorded on a chart, in the form 
of a network. The chart is highly simplified so that the 
main features are easily understood, with arrows on the 
chart indicating the sequence of events to be followed in 
order to reach the goal of enrolling one hundred students 
for the program. The sequence of events could be the five 
phases of the marketing plan presented in this paper, or a 
variation of that plan. The list of events, the 
sequences, and the elapsed times are all the data 
necessary for program planning. The chief advantage of 
expressing a program as a network is its emphasis on 
sequences and interrelationships. 
Since the focus is on time, it is important to 
know where delay will be most serious. By tracing each 
necessary sequence and adding the time estimates for each 
phase of the plan, it is possible to identify which 
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sequence will require the maximum time. This is the 
"critical path," as other sequences will take less time 
and hence are less critical. (In this particular example 
one may assume that research and resource analysis has 
been completed, and that the enrollment analysis is 
critical. ) 
The critical path is especially important in 
planning and control, as any delay along this path will 
postpone the completion date of the entire project. On 
the other hand, knowing in advance which series of steps 
are critical, it may be possible to replan (allocate 
more resources, perform part of the work simultaneously, 
and so on) so as to shorten the total time. In other 
words (a) focus control where it is most essential, (b) 
establish a position to spot potential trouble early, and 
(c) avoid putting pressure on activities which will not 
speed up final completion of the project. Moreover, as 
work progresses through the plan, reports on activities 
that are ahead or behind schedule may enable the 
administrator to re-examine the timing whereby corrective 
action can be shifted to a new sequence where either 
excessive time or no slack time exists. 
One striking aspect of PERT is the need for careful 
the control feature can be effective. In planning before 
fact, the pressure to refine and clarify plans when 
setting up these controls may be a major contribution 
in itself. 
The use of sophisticated control systems. Control 
systems establish standards, provide the measuring 
instruments for judging performance, and yield the 
criteria for allocating rewards and penalties. To 
non-administrative personnel, the planning process may be 
indistinguishable from the control system. They may only 
see standards and measuring instruments. But to top 
level administrators it can be a separate tool for 
linking the various phases of the plan. It may be 
useful to look at a control system on a continuum 
ranging from simple to sophisticated. At the simple end 
the institution does not attempt to establish specific 
standards, systematically measure individual performance, 
and adjust rewards or sanctions to individual goal 
attainment. In essence, people are asked to do their 
best and not rock the boat. Pay and promotions may be 
based more on the number of years of service to the 
institution. Performance may be estimated once a year at 
most, but it makes comparatively little difference since 
the control system is only as strong as its weakest link. 
At the other extreme, an institution may have a 
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0la.bora.te control system, setting high performance 
standards for each position in a particular subset of the 
plan. Elaborate mechanisms for judging outcomes and 
rewards (positively or negatively) could be established 
strictly on the basis of outcomes or performance. The 
shorter the time period between performance reviews, the 
more sophisticated the system. 
(3.5C) Performance Analysis and Diagnosis 
Once goals are set and control mechanisms are in 
place, the next step is the evaluation of performance. 
(What happened and why it happened.) This step involves 
measuring the work that has been done in terms of the 
control standards, and communicating the appraisal to 
people who can take corrective action. 
Since measurement of some units of a marketing plan 
are easy and others more difficult, it is only natural to 
make use of such quantitative data as may be available. 
There is danger, however, that those characteristics of 
an operation that can be easily measured will receive far 
greater attention than their importance warrants. 
Resource and enrollment analysis as presented in this 
paper are units of the plan that are relatively easy to 
On the other hand, research analysis and measure. 
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retention analysis may be more difficult to measure. The 
danger that ease of measurement will dictate what gets 
attention is even more serious in operations where 
quantitative results are hard to pin down. The 
promotional effort, for instance, can allow for the 
close tracking of the number of inquiries received due 
to various efforts within the promotional mix used 
(letters of inquiry received, telephone requests for 
additional data, and so forth). On the other hand, it is 
difficult to quantify the results of an early warning or 
follow-up effort, or a counseling and advising effort as 
presented within the retention analysis phase of the 
marketing plan. 
It is suggested that administrators use 
predictions, sampling, and personal observations in the 
performance analysis and diagnosis. When using 
predictions as a basis for corrective action, actual 
results are not measured. Here, the reason for using 
less reliable criteria is the desire for prompt action. 
Inquiries may be used to predict a rise or fall in 
admissions for example. The prediction in such a case 
initiates corrective action, as opposed to waiting for 
the predicted event to occur. An admissions director 
has a good idea by March or April as to the approximate 
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size and quality level of the class which will enter the 
institution the following fall. The administrator 
charged with retention has a good idea as to the effect 
of counseling and advising along with tutoring, on the 
overall retention analysis effort. The trick is to 
identify the basis for these hunches. If analysis shows 
that the facts on which these hunches are based can be 
measured reliably, perhaps these facts should be provided 
systematically so that they may become part of the 
control system. 
Sampling is better suited to some activities than 
others. In a check of the routine inquiry 
correspondence, if a random sample indicates that 
admissions personnel are using good judgement, diplomacy, 
and follow up, some administrators will probably assume 
that all such work is satisfactory. If a random check of 
the tutoring function indicates that tutoring does in 
fact aid substantially in retention, again some 
administrators will probably assume that all such work is 
satisfactory. On the other hand, a 100 percent check may 
be desirable for other parts of the plan when analyzing 
performance (for example, the number of students that 
dropped out that had actually attended the orientation 
session). Broadly speaking, to determine what portion of 
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an operation should be measured, it is necessary to try 
to balance the cost of incremental measurements against 
the increased value that might accrue from catching more 
errors. 
In the performance analysis and diagnosis phase, 
the administrator, in most cases, will still need to 
engage in personal observation and conferences (informal 
discussions with the people whose work is being 
controlled). Personal observation has a flexibility that 
permits an administrator to keep abreast of critical 
areas within the plan. 
Finally, measurement of performance is of little 
value unless the resulting appraisals are communicated to 
administrators who can take corrective action. Such 
reporting is a vital phase of useful evaluation. A need 
arises, therefore, for control reports that summarize and 
communicate the conclusions of the measurements that have 
been undertaken. It is usually desirable to send control 
information directly to the person whose work is being 
controlled. That person is the one who is most likely to 
be able to do something about it. In other words, 
information should reach the person who can have a 
strong influence on final results. In most instances we 
may assume that the person on the firing line will start 
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corrective action as soon as they know that results are 
falling short of the established norm. 
(3.5D) Corrective Action 
The function of corrective action is concerned with 
either correcting deviation from planned performance or 
altering the plan to allow for obstacles that cannot be 
removed. The goal is to restore effective, coordinated 
action. Control reports call attention to deviations of 
performance from plans, but they only signal trouble. 
The payoff comes when corrective action is taken. The 
control information should lead to investigating 
difficulties, promptly deciding how to overcome the 
difficulties, and then making adjustments when and where 
necessary. Often, the original objectives and programs 
are retained, with the administrator simply making minor 
adjustments at one point and pushing a little harder at 
another . 
When the control measurements indicate that all is 
not well, it is suggested that the administrator 
investigate many possible causes to discover what is 
creating the difficulty. Perhaps some person is at 
fault, but, more likely, a premise is wrong or worse 
chance that was hoped could be avoided, 
still, the one 
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did in fact happen. In this case it is important to 
identify the cause rather than the culprit so that 
necessary adjustments can be made promptly. Once a 
difficulty is spotted, it is advisable to move quickly 
to corrective adjustments. If the operating situation 
has shifted from what was planned, steps should be taken 
to get the working conditions or flow of the plan back to 
normal. If some subordinates are ineffective, perhaps it 
will help to clarify directions to them, provide 
additional training where necessary, or reassign work. 
Or, if it is not possible to overcome the difficulties 
because of factors within the external environment, it 
may be advisable to recast goals and programs. From an 
administrative point of view, a control is not effective 
until such corrective action as may be necessary has been 
undertaken. 
(3.5E) Follow-Up 
A valuable check on how both the various parts of 
the plan are working, and the appropriateness and 
adequacy of instructions given is consistent follow-up. 
This simple practice has a salutary effect, not only on 
the administrator who is in charge of the institutional 
marketing effort, but also on the people who are charged 
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with the day-to-day implementation of the plan. 
The most obvious effect will be on subordinates. 
They quickly learn that an unpleasant task cannot be 
postponed, just as unpleasant news cannot be postponed. 
Timely reporting is necessary so that corrective action 
can be taken, if and when needed. However, the practice 
of consistent follow-up also imposes on an administrator 
the necessity of admitting that some decisions made in 
the past need to be changed. By rescinding an order or 
changing parts of the plan because events did not turn 
out as anticipated, administrators admit that they too 
are fallible. This is healthy. If a mistake has been 
made, subordinates will probably know of it, whether the 
administrator admits it or not. Clearly, the way to 
engender respect and confidence is to issue lucid and 
carefully thought-out instructions in the first place, 
whereby any calculated risk that might be involved can be 
recognized from the start. Later, if a change is 
necessary, an administrator can admit that the best way 
to reach objectives now appears to be along a modified or 
new course. In subjecting their own actions to objective 
review and constructive impersonal modification, they set 
an example for examining subordinates' performance in 
terms of recognized goals. 
CHAPTER IV 
SUMMARY AND CONCLUSIONS 
The objective of this research was to conduct an 
inquiry to determine the severity of the enrollment 
crisis in higher education as perceived by 
administrators, to objectively examine what institutions 
of higher learning were doing to deal with the problem, 
and to recommend improvements in the procedures presently 
being utilized. As such the main purpose, and indeed the 
central issue of the study was to determine the depth of 
understanding of the marketing discipline by 
institutional administrators along with the development 
of a marketing plan that, with minor modifications, could 
be easily understood and used by most institutions of 
higher learning. 
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(4.1) Conclusions 
The evidence accumulated throughout this study 
should be sufficient to convince institutional 
administrators not only of the validity of undertaking 
this study, but also provide a strong indication of some 
past use of superficial, unsophisticated and 
inappropriate marketing techniques used by many 
institutions of higher learning. This study should also 
convince administrators that the implementation of a 
structured marketing plan will be helpful to both those 
institutions that have experienced declining enrollments 
and those that wish to exert some control over their own 
destiny in the potentially difficult years ahead. 
The lack of scientific attention to the marketing 
discipline by institutional administrators can be readily 
seen when a researcher studies the amount and type of 
market research data compiled by many institutions of 
higher learning over the past several years. Marketing 
information systems and marketing intelligence systems 
were for the most part, either non-existent, or, if used, 
were used in a semi-sophisticated manner. Many 
institutions of higher learning did not think about 
market segmentation as a marketer would, concentrating 
only on that group of students that graduated not only in 
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the top half of their high school class, but who could 
also afford to pay tuition. This in turn has led to many 
problems, not only regarding institutional image but also 
relating to product, price, place, and promotion 
decisions as highlighted in this dissertation. Many of 
their problems may have been avoided if thorough research 
analysis had been practiced on a continuous basis. 
As noted earlier, product refers to the type, 
features, and quality of the programs and services that 
the institution offers, presumably in response to its 
perception of the target market's needs. Products 
(programs) should also be modified from time to time if 
the institution is to continue to appeal to a particular 
segment or segments. Product modification and product 
elimination decisions should be of major concern. As 
also noted earlier, price, place and promotion decisions 
should fall within the realm of research analysis. Price 
simply represents the value of a product or service for 
both the institution and the student. Price planning is 
systematic decision making by an institution regarding 
all aspects of pricing. The value of an education (a 
service) to an institution or student can involve both 
tangible and intangible factors. An example of a 
tangible factor is the part-time job or the financial 
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aid that the student may get. An example of an 
intangible factor could be the student's pride in the 
fact that he or she is attending a particular 
institution. Place utility is created by having a 
product or service available at the location where a 
customer wants it. Place (distribution) strategy should 
be researched from time to time, with needed changes 
being made when deemed necessary. The collection and 
analysis of demographic data are necessary aids in the 
planning of programs because demographics answer several 
questions. Questions such as which off-campus sites are 
convenient to students today and which sites are likely 
to be convenient to students one year or several years 
from now. Place (distribution) strategy concerns itself 
with the necessary actions to make the product available 
at the time and location desired by the market segment 
sought, both today and tomorrow. Promotion decisions 
concern the selection of the form of communication used 
by an institution to inform, persuade, or remind people 
about its services, image, ideas, community involvement 
and its overall impact on society. Research Analysis 
should guide administrators in selecting the appropriate 
promotional strategies necessary to disperse information 
accurately and in a timely fashion to the appropriate 
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constituencies. Research Analysis, which can be defined 
as the design, collection, and analysis of data to 
improve marketing, planning, execution and control, will 
not only guide administrators in these important decision 
areas, but will also help them focus on their primary 
mission. Research analysis has the added bonus of 
providing administrators with information for review if a 
change in mission is deemed necessary. In short, 
research analysis, in one form or another, sophisticated 
or unsophisticated, should be done. 
The evidence accumulated throughout this study also 
strengthens the case for a thorough resource analysis. 
Manpower, money, and facilities are subsidiaries of a 
resource analysis that usually cannot be overlooked. 
Research analysis should show an educational 
administrator what is happening today and what will be 
needed tomorrow. Resource analysis should show the 
administrator what is affordable, feasible, and adaptable 
for the particular institution today, and what should be 
done to accommodate the needs of tomorrow. 
In this critical part of a thorough marketing plan, 
educational administrators should be realistic. Many 
institutions simply cannot be everything to everybody. 
Insistence on continuing weak programs and starting new 
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ones that research analysis has not shown a definite need 
for may consume resources that could be better used in 
strengthening or expanding programs that are either very 
strong, or show strong potential for the future. 
Additionally, such action may consume resources needed to 
start programs where a definite need exists as shown by 
the research analysis being conducted. The analysis 
should center on the best allocation of manpower, money, 
and facilities that must be allocated in a manner that 
best carries out the stated mission of the particular 
institution. A cost-benefit analysis by individual 
programs being studied, the development of a 
cost-effective marketing mix for the particular program, 
and a decision on the optimal level of marketing 
expenditures for each program under review is 
recommended. 
The enrollment analysis phase of the enrollment 
marketing plan as presented clearly shows the importance 
of conducting a thorough enrollment analysis. The 
institution should both attract qualified people and 
retain those people after they have enrolled. This can 
be a complicated process, whereby a dropped assignment 
or a communication breakdown may severely impact the 
entire enrollment process. Department contact is and 
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will probably continue to be, a valuable tool in the 
entire enrollment process. More institutions should 
involve faculty in the process if sought after high 
school seniors and transfer students are to be enrolled. 
Faculty input and presence in the enrollment process may 
also feed the research analysis section of the 
enrollment plan by providing information on the specific 
type of training sought, along with specific course 
requests. This should provide valuable information for 
future decision making. 
Alumni contact and participation in the enrollment 
process may also be further expanded. Happy alumni 
usually demonstrate their support by financial 
contributions and assistance with employment and 
internships. Therefore, their opinions are critical to 
the survival and development of an institution. Most 
alumni are not aware of the value of their advice and 
counsel, and the potential impact they could have on the 
enrollment analysis phase of the enrollment marketing 
plan. Many will indicate that they do not know of, or 
are not aware of students of high school age, or of the 
availability of potential transfer students. The fact is 
that all alumni know of baby sitters, neighbors, and 
others of the appropriate age. They also have friends 
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and business acquaintances who have children approaching 
college age. Alumni are asked for financial 
contributions now. This effort could be expanded to ask 
for names and addresses of prospects along with obtaining 
permission to use the alumni's name in contacting these 
prospects. 
Financial aid and orientation are areas within 
enrollment analysis that require a certain amount of 
creativity. Additional scholarship programs and 
additional part-time employment (both on and off campus) 
are viable positive inputs to this effort. It also is an 
area whereby satisfied alumni might be called on for help 
to either provide part-time employment or to provide help 
in obtaining a paid internship for the potential student. 
In terms of orientation, a good start is obviously 
important. It would seem that this particular area has 
not generated an exceptional amount of excitement on the 
part of educational administrators in the past. It is an 
exciting time for the committed student and should serve 
to reduce any feelings of uncertainty that the student 
may harbor regarding the choice of a particular 
institution. Institutional administrators should share 
in this excitement. A prospect is now a customer, and 
it is important to retain that customer for several years 
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to come. If done correctly, the yield of applicants to 
enrollees should continue to increase. 
Retention has been and will continue to be a 
critical part of any enrollment marketing plan. 
Academic administrators, if following a good thorough 
enrollment marketing plan, will spend large amounts of 
money and many hours conducting research and performing 
research analysis. They will then focus serious 
discussion and analysis on resource allocation, which 
will be followed up by a very involved and expensive 
enrollment analysis. This all adds up to a substantial 
investment in recruiting good students. This makes 
retention analysis a critical part of the enrollment 
marketing plan. Research indicates that there is an 
awakened interest in student retention, as returning 
students comprise most of the enrollment for most 
institutions of higher learning. 
An early warning and follow-up detection system, 
involving both faculty and support personnel is 
important. Where needed, and when appropriate, 
counseling, advising, and tutoring should be considered. 
A career planning program should be available to those 
students who are undecided about a major area of 
concentration or who fear making a mistake. This effort 
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could be accomplished through specific course offerings, 
internships, workshops, directed studies, and a speakers 
bureau. Any or all of these efforts may be useful in 
helping to retain a student who may be having second 
thoughts about the choice of an institution, about the 
choice of a major area of study, or who may be having 
academic difficulty for any one of several reasons. All 
can have an impact on the retention effort. 
A central purpose of a long-range enrollment 
marketing plan is to advance the institution on its 
future course as stated in its mission. A plan that is 
unused, partially used, or misused may be useless. To 
insure proper implementation of the plan, and to correct, 
improve, and refine the plan, a market audit analysis, 
done on a periodic basis, is suggested. An enrollment 
marketing plan should be institutionalized, or 
implemented through the participation of the entire 
institutional community. At every stage, an attempt 
should be made to see how that stage will help in the 
attempt to arrive at a common perception about the 
institution's mission and its strategies to fulfill it. 
An enrollment marketing plan not only involves breaking 
down the institutional structure into specific 
activities, but also synthesizing the actual performance 
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of those activities or components of the plan in terms of 
their impact on the structure. It is the function of the 
market audit analysis mechanism to permit the institution 
to do this in such a manner that evaluation becomes 
action orientated. 
An enrollment marketing plan is only as good as the 
commitment of the people who implement it. As such, the 
process of goal setting should be a realistic process. 
It would seem that realistic goals should be set, 
otherwise frustration and anxiety will probably follow. 
This notion must be nourished by a belief that the plan 
is a tool, not a threat. People implement the plan, and 
this will only be accomplished if the goals set are 
realistic and attainable. Control systems should be 
implanted to help institutional administrators measure 
and judge performance. A marketing control function 
should insure removal of any obstacle to the attainment 
of goals. All activities within the plan must be 
measured, reported, and compared to predetermined goals. 
Performance analysis (what happened and why it happened), 
followed by the necessary changes should follow. 
If a plan is not generating the anticipated 
results, it should be modified or discarded so that one 
that does work can emerge. In other words, corrective 
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action should take place. Follow-up should be a 
continuous activity that should not only help the 
institution manage the enrollment marketing plan, but 
should also help the institution think through its 
mission from the concept stage through the effort 
needed to make it a reality. 
It was noted earlier in this section that a central 
purpose of a long-range enrollment marketing plan should 
be to advance the institution on its future course as 
stated in its mission. It would seem that an enrollment 
marketing plan could also be used in not only the design 
of a mission statement, but also in a redesign of a 
mission statement. I would suggest that institutions 
of higher learning step back and take a hard look at 
their particular mission statement approximately every 
three years and make the necessary changes as suggested 
by implementation of the marketing plan as presented. 
Research analysis if conducted on a continuous 
basis, may suggest several changes in the institution s 
mission statement. A market information or marketing 
intelligence system may disclose unforeseen changes in' 
the marketplace that may dictate a change in the mission 
statement. This could be in the form of new skills being 
requested by industry in general, or simply the emergence 
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of a different market segment looking for specific types 
of training. It could be as simple as a change in the 
institution's image, or as complicated as product, price, 
place, and promotion decisions. 
Resource analysis may also suggest a change in the 
mission statement. If manpower, money, or facilities are 
not available to carry out changes as suggested by 
research analysis, the mission statement should probably 
reflect this. Most institutions have resource 
limitations, yet there probably will be some activities 
suggested by research analysis that will require only a 
modest deviation from established budgets. Others may 
require major deviation from budget and as such, may not 
be feasible at the present time. Resource analysis may 
suggest a shift in priorities between manpower, money, 
and facilities that involve evaluating a potential shift 
in an institution's mission, role, or scope. Any such 
change should be reflected in the mission statement. 
Enrollment and retention analysis may suggest 
changes in the institution s mission statement. If 
recruitment and admission policy changes are made 
primarily for survival purposes, these changes may well 
modify the quality of the various educational programs 
if modifications are not made in the curriculum, teaching 
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methodologies, or the teaching staff itself. Changes of 
this type may necessitate a change in the institution's 
mission. Retention analysis is a relatively 
straightforward process, so it probably would have less 
impact on the mission statement than would enrollment 
analysis. 
Market audit analysis is implicit in the 
development of new knowledge and in the creative 
reinterpretation of existing knowledge. However, in my 
review of the pertinent literature I found comparatively 
little about goal setting, marketing analysis and 
control, corrective action, or follow-up. Little could 
be found about program evaluation in higher education. 
I suspect however, that outside the field of higher 
education, much literature on evaluation and analysis 
could be found. The enrollment marketing plan as 
presented in this dissertation is accomplished through a 
series of decision making processes. Programs such as 
those suggested by research analysis must be planned. 
Resources must be anticipated, acquired, and allocated 
to organizational units responsible for them. Finally, 
programs must then be implemented. Program evaluation 
and goal attainment (or lack of it) may again change the 
design of the marketing plan. The purpose of market 
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audit analysis is the improvement of the enrollment 
marketing plan in general. This implies that evaluation 
or audit analysis not only will involve the improvement 
of individual parts of the marketing plan, but will also 
contribute to decisions of priority setting and resource 
allocation for the betterment of the institution's total 
mission. Thus, a change in mission statement may be 
called for. A regular review of the institution's 
mission statement (with or without an enrollment 
marketing plan) would seem to be a necessary ingredient 
of effective institutional management in the continuous 
quest to improve academic management. It would seem that 
this would be prudent even in those particular situations 
where a particular institution will escape the enrollment 
decline forecasted through 1992. 
Finally, I would be remiss if mention was not made 
of several obstacles that may be encountered as 
administrators attempt to implement an enrollment 
marketing plan as presented in this dissertation. I 
will briefly discuss several potential obstacles under 
each of the section headings that make up the enrollment 
marketing plan as presented. 
Research Analysis. A marketing information system 
and a marketing intelligence system may provide much 
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data, but the manipulation, interpretation, and 
implementation of that data must rely on human beings. 
If faculty and staff are not educated as to the long 
term benefits and useability of pertinent timely 
information, the plan will probably fail. Faculty and 
staff should be cognizant of the fact that market 
segmentation strategy (including demographic variables 
such as age, sex, occupation, income and geographic 
factors) must be analyzed regularly if the institution is 
to continue to make product decisions that will appeal to 
the various segments within our society. This will not 
be an easy task, as there might be a temptation to treat 
the potential market as a large homogeneous unit not 
recognizing the necessity of identification within the 
larger market, the number of smaller, more homogeneous 
submarkets. It would seem that price, place, and 
promotion decisions could probably not be made until and 
unless product decisions are solidified. Again, people 
make these decisions, and unless they all understand 
and agree with the mission of the institution, the 
decisions made may not be good ones. Poor decisions 
within this area can lead to poor image. Institutional 
image is intangible. It usually takes a substantial 
period of time to build a good image and a very short 
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amount of time to tarnish an image. 
Resource Analysis. Administrators must carefully 
maintain the right combination of manpower, money, and 
facilities, and must accomplish these trade-offs within 
budgetary constraints (sometimes imposed at some higher 
level within the institution). No single approach to 
resource analysis can be expected to resolve the 
complexity and conflict inherent within this activity. 
Over a period of time some programs must be added and 
others dropped if the institution is to remain viable. 
Image, tenure and budgets are only a few of the potential 
roadblocks that are likely to surface as institutions 
increasingly need to find ways to reallocate resources. 
As administrators assess the enrollment/market potential 
of existing and proposed new programs, develop new ways 
to evaluate the comparative contribution of different 
programs to institutional goals, and finally, to assess 
the revenue and programmatic implications of possible new 
directions for the institution, conflict within the realm 
of resource analysis is inevitable. It will require 
strong, imaginative administrators to surmount this 
potential roadblock. However, the problem of determining 
resource needs, allocation, and utilization will probably 
intensify in the years to come. It would seem to be 
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imperative that administrators recognize the limitations 
of past and present activities, and develop approaches 
within resource analysis allocation for determining 
futures. The careful evaluation of alternatives by an 
integrated planning team, with the goal of maximizing the 
use of the total resources available to the institution 
(manpower, money, and facilities) may lead to minimal 
conf1ict. 
Enrollment Analysis. This stage of the enrollment 
marketing plan will probably cause more conflict, more 
problems, and more misinterpretation (and thus more 
roadblocks) than any other part of the plan. When 
subjective judgement is used, especially when objective 
criteria and measures are lacking, administrators must be 
constantly cognizant of the institution's image, mission, 
and present and potential market. It is in this phase of 
the enrollment marketing plan where it will become evident 
that some faculty members and administrators will still 
consider marketing a distasteful word linking higher 
education to the world of business. Thus, a considerable 
widening of horizons must take place among staff and 
faculty before substantial progress can be made toward 
implementing the total enrollment market plan as 
presented. Many administrators, accustomed to crisis 
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management situations, may lack the commitment a total 
marketing plan requires. An internal educational process 
whereby both faculty and administrators are exposed to 
enrollment problems and the opportunity that may exist to 
combat these problems through the use of sound marketing 
techniques may overcome this problem. All subsections of 
the enrollment analysis phase of the enrollment marketing 
plan (admissions, department contact, alumni contact, 
financial aid, and orientation) must interact if the plan 
is going to work. Conflict here is inevitable. The 
challenge will be to reduce conflict to a manageable 
stage. 
Retention Analysis. The big problem with this 
phase of the enrollment marketing plan is to find out 
why students leave. As data becomes available the 
analysis may become politically sensitive and it will be 
important to use this data very carefully. The 
particular strategy to adopt when handling course 
withdrawal and nonattendance rates may cause disruption. 
If administrators target those courses or faculty with 
high withdrawal or nonattendance rates it may lead to 
defensive postures by those targeted. (This would be 
especially so if the faculty member targeted was 
tenured.) Again, perhaps friendly persuasion and 
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education may at least alleviate the situation. 
A problem may also surface when administrators 
attempt to involve faculty in the early warning and 
follow-up phase of the enrollment marketing plan. 
Faculty members may not wish to become involved with 
this, feeling instead that it is the responsibility of 
others to diagnose and rectify a problem. Again, perhaps 
an internal educational process may overcome this 
hesitancy. 
Market Audit Analysis. Measures of individual 
performance are both a part of the control process and 
also a vital aspect of supervision and direction. While 
both faculty and administrators may espouse the 
independence and the relative freedom from close 
supervision that typifies these positions, they cannot 
escape being measured for their relative effectiveness, 
nor should they want to. Any audit procedure tends to 
work to the advantage of the able, though it should 
pinpoint the weak (who may be strengthened by better 
guidance, which is made possible through determining 
those areas where improvement is needed). In general, an 
audit process, if systematic, objective, and well 
defined, should help improve overall performance. 
A market audit analysis, by necessity must measure 
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goal setting and control. Again, people are involved, 
and people make mistakes. A key factor is to take 
corrective action if necessary and to perform follow-up 
activities to insure that things are proceeding according 
to some predetermined plan. Although many people may 
insist that market audit analysis could be a dangerous 
fad, I think that almost everyone would agree that an 
audit, candidly directed toward the improvement of 
performance, could make a substantial contribution to the 
quality and stability of their institution. This is the 
challenge, and the potential obstacle to higher level 
administrators. Again, an internal educational process 
may help to overcome the fear inherent in a market audit 
analysis. 
(4.2) Recommendations 
As a result of this research, the following 
improvements in the marketing effort are recommended. 
The purpose of these recommendations is to resolve most 
of the problems cited in this study as well as to provide 
a fair and effective base for marketing performance 
assessment. 
1. The hiring or appointment of a vice-president 
of marketing (or someone of equal stature) who would be 
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responsible for providing marketing guidance and services 
to officers, deans, department chairpersons, and other 
agents of the institution of higher learning. This 
person would also be responsible for all activities 
outlined within the marketing plan as presented in this 
dissertation. This would be an upper-level position 
which would give more scope, authority, and influence to 
marketing. A high level administrator in charge of 
marketing would also have a strong voice in the 
determination of where the institution should be going 
in terms of its changing opportunities, based on research 
data gathered. This person should also be responsible 
for planning and managing relations with the several 
publics served by the institution. 
2. The development and implementation of a 
marketing plan; a plan that incorporates most of or all 
of the activities as presented in this study. The 
enrollment crisis should be viewed as a problem that is 
deep-rooted and pervasive. The realization that 
enrollment instabilities cannot be resolved by merely 
pulling in more applicants will signal a new phase of 
development for the institution. Perhaps the goal should 
not just be to merely market more effectively and recruit 
more students. Rather, perhaps what is really needed is 
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to achieve the ability to exert greater control over the 
environment. Perhaps, the broad goal that is likely to 
emerge will be to redefine enrollment goals so as to 
achieve the upper hand in effectively determining the 
destiny of the institution. A comprehensive marketing 
plan may signal a new approach requiring new perspectives 
and behaviors, and offering legitimate potential as both 
a tool to more effectively exert control over enrollment 
and, ultimately, as a comprehensive vehicle for 
institutional renewal. 
3. The establishment of an internal educational 
process whereby both faculty and staff personnel are 
exposed to the present or potential enrollment problem, 
and the opportunity that exists to combat the problem 
through the use of sound marketing techniques. Most 
faculty and staff members are likely to be receptive to, 
and enthusiastic about marketing once they are shown that 
the approach is professional and that it reflects the 
image that institutions of higher learning seek to 
project. Marketing most likely will initially be viewed 
as advertising and promotion rather than as a 
revolutionary new way to view the institution and its 
purposes. Education to some degree will be necessary to 
capture the interest and commitment of all those faculty 
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and staff personnel who will have to interact to make the 
marketing plan work. 
4. Hire marketing specialist firms as needed. On 
occasion the institution may find it necessary to engage 
the services of marketing specialist firms, such as 
marketing research firms, advertising agencies, direct 
mail consultants, and recruitment consultants. A 
marketing research firm might be hired to survey the 
needs, perceptions, preferences, and satisfaction of the 
client market. An advertising agency might be hired to 
develop an identification program or an advertising 
campaign. High quality marketing specialist firms bring 
more than their specific services to the client; they 
take a total marketing viewpoint and may raise important 
questions for the institution to consider concerning its 
mission, objectives, strategies and opportunities. These 
firms might be considered as an addendum to existing 
specialists presently on the staff of the institution. 
In this case an outside viewpoint might be refreshing. 
5. A regular evaluation and examination of the 
institution's mission statement whereby changing elements 
in the market are recognized and adapted to. Change is 
certain, and the institution should be prepared for 
changes. However, when there is a change in direction 
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it should be reflected in the institution's mission 
statement if academic management is to continue to 
improve. 
6. The establishment of an integrated planning 
team or strategic planning committee to oversee the 
implementation of the proposed enrollment marketing plan. 
This committee should include members from the faculty, 
the administration, and the student body to ensure an 
orderly transfer from one stage of the enrollment 
marketing plan to the next. A major charge of this 
committee should be to resolve disputes and minimize the 
conflict inherent in the establishment and implementation 
of a plan of this magnitude. 
(4.3) Suggestions for Further Research 
I will begin and end this subsection with the same 
thought: The problems caused by the continued decline in 
the traditional college-age student has received 
extensive study in the last few years, yet, much remains 
to be done. Here, I will touch on a few of the issues 
that need further research. 
1. There is a need to test the workability of the 
marketing plan within particular institutions or types of 
institutions, and also to test the degree of correlation 
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existing between this plan as presented and what an 
institution is presently doing. This would take a 
period of time, but it would be interesting to determine 
which parts of the plan work well in practice and which 
parts do not. Until this is tested, the validity of the 
plan as recommended in this study is left in a vacuum. 
2. There is a need to continue to survey 
institutions of higher learning to determine what new and 
unique techniques are being tried as institutions of 
higher learning continue to become more and more market 
orientated. These new approaches that surely will appear 
over the next several years might be tested against the 
plan as presented in this dissertation. 
3. There is a need to research the success or 
failure rates of institutional marketing efforts as 
established under the concept of employing a non-academic 
high level administrator in charge of the marketing 
effort. This person, theoretically at least, will bring 
a very different marketing approach to the institution. 
The effort that will ensue may or may not be successful. 
I would think that much will depend on how the present 
faculty and staff will work with and otherwise adapt to 
this very new, potentially powerful position. 
In sum, much has been done, but there remains much 
to do. 
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